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ABSTRACT
How Exemplary Female Superintendents Use Six Sources of Influence
To Achieve Extraordinary Results
by Cheryl Sosa
Purpose: The purpose of this phenomenological study was to identify and explore how
exemplary female superintendents who have achieved extraordinary results influence
employees through personal motivation, personal ability, social motivation, social ability,
structural motivation, and structural ability.
Methodology: This phenomenological study identified and explored how 11 exemplary
female superintendents who have achieved extraordinary results influence employees
through personal motivation, social motivation, structural motivation, personal ability,
social ability, and structural ability to achieve extraordinary results. Respondents were
chosen from exemplary female superintendents in three Southern California counties who
met the study criteria. Data were collected through interviews, observations, and
artifacts. Data collected were coded and triangulated to identify study findings.
Findings: Exemplary female superintendents use the following influence strategies to
produce extraordinary results: recognizing, appreciating, and celebrating meaningful
work; creating a culture of collaboration and teamwork; building capacity through
professional learning opportunities; knowing, caring for, and valuing employees; building
strong connections and relationships; developing a culture of mutual respect; providing
resources and support; recognizing and celebrating their successes; and creating an
environment that promotes open communication.
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Conclusions: This study concluded that female superintendents who wish to influence
their employees to achieve extraordinary results must recognize, appreciate, and celebrate
meaningful staff work and create a culture of collaboration and teamwork. They must
also build capacity in their employees through professional learning opportunities and
build strong connections and relationships with their staff by knowing, caring for, and
valuing their employees, which creates a culture of mutual respect. Female
superintendents who meet the needs of their employees by providing them with the
resources and support they need to be successful recognize and celebrate the successes of
their employees and create environments that promote open communication are more
likely to achieve extraordinary results.
Recommendations: Further research is recommended on influence strategies that leaders
from positions in and outside of education use to achieve extraordinary results, and on
similarities and differences of influence strategies based on gender or where in the United
States the leaders reside. Also recommended is using a mixed methods approach to study
influence strategies that leaders use to achieve extraordinary results.
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PREFACE
After being introduced by a doctoral professor to the book, Influencer: The New
Science of Leading Change by Grenny, Patterson, Maxfield, McMillan, and Swizler
(2013), three doctoral students became interested in studying the ways in which leaders
use influence to achieve extraordinary results in their organizations. This study is based
upon the six sources of influence described in the book, which include personal
motivation, personal ability, social motivation, social ability, structural motivation, and
structural ability. In an attempt to identify the lived experiences of exemplary leaders as
they use the six sources of influence in their organizations, the thematic team determined
that a phenomenological approach to the study would be most effective. The thematic
team collaborated to create the purpose of the study, research questions, definitions of the
six constructs, interview questions, research methods, and procedures. All thematic team
members conducted their own study and wrote their own dissertation.
Each of the three thematic team members selected unique leadership populations
to study. All three members of the thematic team interviewed at least 10 leaders from
their population. This researcher studied exemplary female superintendents in California
who serve in Orange, Riverside, and Los Angeles Counties; Monette Perez interviewed
principals of Blue Ribbon Schools in California who serve in Orange, Riverside, and Los
Angeles Counties, and Catrena Elliott interviewed Black female business leaders in
California.
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CHAPTER I: INTRODUCTION
Women have been silent leaders throughout the history of the United States. As
leaders in their homes, they were tasked with child rearing and property management
(Grogan, 2005). During the 1940s Eleanor Roosevelt changed what leadership would
look like for women moving forward. Trigg and Bernstein (2016) described her as “the
most internationally recognized woman of the early postwar era” (p. 1). They described
other women following her who took on tough issues such as women’s rights, HIV and
AIDS, environmental concerns, civil rights, and other important platforms. These
women have paved the way for various issues, including women in leadership positions.
From the 1940s on, women have risen to a new level in the workplace.
According to Turner-Moffatt (2019), “Women make up almost half of the U.S.
workforce” (p. 17). This is a significant change from earlier in the 20th century. No
longer are women only leaders at home, but leaders in the workforce. An article by a
group called Catalyst discussed “The Top 10 Workforce Trends to Watch in the New
Decade” derived from a symposium they put on called “Women and the Future of Work”
(Hariton, 2020, para. 2). The first trend is “applying a diversity, equity, and inclusion
lens to every aspect of work” (para. 4). Women possess the high-level leadership skills
that are required to positively impact the future. People are now recognizing that impact
and working to change the current environment. Inclusion of more women in powerful,
leadership positions is being discussed more than ever.
Women have many characteristics to offer the leadership field. Kray and
Kennedy (2017) said, “According to Sallie Krawcheck, the characteristics women
typically exhibit at work—greater abilities to build relationships, assess risks, collaborate,
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and deliberate than their male colleagues—are increasingly valued in business” (p. 84).
Although this is the case, including women in leadership roles is occurring at a slow pace
throughout the United States within the business and political worlds. Turner-Moffatt
(2019) said, “Women are not as likely to participate in executive positions, and the
disparity is affecting the prosperity of companies” (p. 19). There is a notable need for
women to continue to take on leadership roles in male-dominated arenas such as
education.
Superintendents, whether male or female, are respected leaders of the schools
that they oversee in their district. Bridges, Plancher, and Toledo (2019) said, “Influencer
superintendents can increase board effectiveness, public confidence, and expectations for
effective democratic governance by building trust and better school board practices” (p.
35). Women are stepping into these roles and taking on these influential tasks in a
constantly shifting environment. Grogan (2005) stated,
Women appear to be gaining a stronger grasp on the highest educational position
in the United States, but they also appear to be finding ways to bring to the
position skills and expertise more typically associated with women—keeping
instruction at the forefront and developing relationships with school and wider
community members that can help foster the academic and social growth of the
student. (p. 8)
The skills that women leaders possess are linked to those that are considered positive and
influential.
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Background
Several theories of behavior and motivation allow leaders to adapt and choose the
methods that will personally lead them to success. Transformational leadership and
influential leadership are two theories that stem from behavior and motivation theory and
provide a foundation for leaders who are inspired to achieve results. These theories
provide a solid platform for the building of the theoretical framework of influence for this
study.
Behavior and Motivational Theory
Researchers have studied leadership including how and what factors contribute to
behavior change, resulting in a desired outcome. One foundational researcher in the field
of leadership and motivation is Abraham Maslow. Acevedo (2018) started a journal
article by saying, “Abraham Maslow’s needs theory is one of the most influential
motivation theories in management and organizational behavior” (p. 741). Maslow’s
work on motivation has become one of the foundations of leadership and has been
studied by many researchers and authors. When speaking about Maslow’s motivation
theory, Winston (2016) said that it “bears much relevance to the study of human
behavior” (p. 142). Through his work, influence and eliciting change in people’s
behavior arises.
Another foundational researcher in the field of leadership and behavior is Bandura
(1974) who associated human behavior with personal values. He found, “Whatever their
orientations, people model, expound, and reinforce what they value” (p. 869). This value
system helps people make decisions based upon what is important to them. Bandura
went on to use his theories to motivate people to achieve individual success,

3

demonstrating that changing people’s behavior can change their experience and elicit
positive results.
Similarly, Rost (1991) also added to the framework of leadership. He stated,
“Leadership is great men and women with certain preferred traits influencing followers to
do what the leaders wish in order to achieve group/organizational goals that reflect
excellence defined as some kind of higher-level effectiveness” (p. 180). These
definitions of leadership suggest that leadership theory is closely related to methods of
achieving results.
Transformational Leadership
Another form of leadership that has arisen from behavior and motivation theory is
transformational leadership. James Burns discussed transformational leadership in his
book, Leadership, in 1978. Stevens (2011) referred to Burns’s idea of a transformational
leader when saying,
He or she understands the leader’s job as a radical commitment to the growth, the
‘being and becoming,’ of the organization’s people, such that at the end of the day
these people are not only more effective employees, but also better, stronger, and
smarter human beings in all aspects of life. (p. 37)
The “being and becoming” refers to behavior and how what people do affects the results
that they achieve.
Influential Leadership
Leadership as it relates to achieving results is an emerging topic. In their
research, Michie and Zumitzavan (2012) concluded that creating an environment of
learning and continual leadership development of the leader were the two factors that
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together increased effectiveness of the organization. If a leader is modeling and
promoting continual learning, it will show up in the results that they produce. This
means that a leader’s influence has been shown to effect results.
Narrowing down the components of influential leadership can be difficult with the
saturation of texts available. Despite the depth and breadth of leadership topics,
Fusarelli, Fusarelli, and Riddick (2018) discussed leadership development by saying,
“Most organizations . . . practice leadership development, [and] many are not purposeful
or systematic about it” (p. 293). Although many would attest to leadership being a
significant necessity to ensure success (Chuang, 2013; Murphy, 1994), influential
leadership that produces results may not be easy to find.
Influence and leadership maintain a symbiotic relationship. Grenny, Patterson,
Maxfield, McMillan, and Switzler (2013) stated, “What qualifies people to be called
‘leaders’ is their capacity to influence others to change their behavior in order to achieve
important results” (p. 6). They are linking effective leaders to those who use influence to
achieve positive results.
Theoretical Framework
Influence can be described as “the ability to exert pressure to get a desired result,
especially when it affects the superintendent’s ability to make decisions that are in the
best interest of children” (Swain, 2008, p. 13). Swain included words like ability and
pressure to define influence. But other researchers described influence in a different way.
They asserted that influence is “the capacity to impact agendas and outcomes and bring
other people on board” (Heath, Flynn, Holt, & Faison, 2017, Chapter 1, para. 4). Both
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definitions include impacting outcomes or results. There are different ways in which one
may use influence to motivate employees to achieve a desired result.
Power has also been linked to leadership as a way to influence individuals.
Merriam-Webster describes power (n.d.) as “possession of control, authority or influence
over others.” The relationship that exists between influence and power was described by
Bass and Stogdill (1990) when they said, “Leadership and influence obviously are a
function of power” (p. 227). Several researchers described power as a strategy that
leaders may use to produce desired results (Bass & Stogdill, 1990; Lumby, 2019). One
way in which power is described includes coercion or control of people, including
withholding rewards or the threat of punishment (D. L. Anderson, 2016; Bass & Stogdill,
1990; Bosch, 2016). When employees are under this type of power leadership style, they
may produce results only because they are afraid of the potential consequences. As an
element of power, influence may be a more effective tool to producing desired results.
Murphy (1994) showed that “superintendents identified their most important
source of influence as their willingness to recognize efforts of others, to delegate
authority, and to encourage others to meet standards of performance” (n.p.). This
definition brings in effort, authority, and encouragement as part of the definition of
influence.
Another reliable definition of influence includes motivation and ability. Grenny
et al. (2013) described six sources of influence focused on motivation and ability. Three
of the sources of influence include motivation and three include ability—specifically,
they are personal, social, and structural motivation and personal, social, and structural
ability.
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Motivation. Motivation can be described as a reason for doing something. It has
been studied throughout history and believed to originate in Greece. Fisher (2015) said,
“Since the days of ancient Greece, when philosophers such as Democritus and Epicurus
first outlined the principals of hedonism, the idea that humans are motivated by their
desires to behave in a particular way has attracted many theories” (p. 23). Motivation
moves people to do what they like or dislike and can be used to elicit results. In their
book, Influencer, Grenny et al. (2013) described the three areas as social, structural and
personal motivation. These are three separate parts of motivation over which they
believe leaders have control. Each of the three motivational strategies is described
below.
Personal motivation. When looking at personal motivation, according to Bénabou
and Tirole (2002), “Higher self-confidence enhances the individual’s motivation [and]
gives anyone with a vested interest in his performance an incentive to build up and
maintain his self-esteem” (p. 873). Personal motivation comes from within. Leaders
have the opportunity to make decisions about what they can do to increase inner
motivation. Grenny et al. (2013) said, “Influencers learn to help others love what they
currently hate by allowing them choices, creating direct experiences, telling meaningful
stories, and turning the tedious into a game” (p. 111). According to Grenny et al. (2013),
leaders and influencers use these methods to adjust motivation by adjusting perspective.
When perspective is altered, motivation may be adjusted and directed toward the desired
results.
Social motivation. Social motivation is researched and discussed in the context of
social psychology. Weiner (2006) said,
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When considering social motivation, three other areas are of significance in that
they are closer to the center of motivation and social psychology. They are
helping (altruism), or going toward others; power and compliance, or given
noncompliance, going away from others; and aggression, or going against others.
(p. 21)
These three areas support leaders’ understanding of how social aspects motivate people to
action and/or achieving personal or professional results.
Grenny et al. (2013) described the behavior of leaders who use social motivation
by saying, “They use the power of social influence to support change by ensuring that the
right people provide encouragement, coaching, and even accountability during crucial
moments” (p. 146). The three aspects of social motivation that Weiner (2006) described
are in alignment with the assertion from Grenny et al. (2013) and confirm that social
motivation can be a powerful influence strategy to assist leaders in understanding how to
motivate their employees.
Structural motivation. Fisher (2015) discussed aspects of structural motivation of
employees by saying, “The principle of making the working environment more
pleasurable and less painful so as to attract and retain employees is certainly the basis of
many modern well-being programmes” (p. 24). Employees were found to be motivated
to perform by things that made them feel good or want to avoid feeling bad. Fisher
(2015) continued, “Researchers moved on to the psychological aspects of behavior to
appeal to the way workers were treated rather than their physical capacity to ‘work
harder’” (p. 25). Researchers who study structural motivation desire to discover
strategies that may be employed to achieve positive results.
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Grenny et al. (2013) addressed structural motivation by maintaining that it
“link[s] rewards to the specific actions you want to see repeated” (p. 245). Rewards and
incentives fall under this influence category. The authors went on to discuss financial or
other rewards as tools that leaders use to influence staff and elicit desired results. This
idea relates to the statement by Fisher (2015) on making work pleasurable as a way to
motivate employees.
Ability. Personal ability, social ability and structural ability make up the traits that
Grenny et al. (2013) believed can be a catalyst for positive change in people. When
describing ability, Ibad (2018) said, “Ability features were derived out of the cognitive
theory of Bandura (1997), which considers the creation of meaning as important and
when applied to teaching, it emphasizes the intellectual growth of students” (p. 165). A
focus on cognitive skills and growth, may assist individuals in expanding their ability in a
given subject or domain. Grenny et al. (2013) believed that the three subsets of ability
that can be used by leaders are personal, social, and structural ability. Each of the three
ability strategies is described in the following sections.
Personal ability. Under the umbrella of ability, Grenny et al. (2013) focused on
people’s ability to change by saying, “Changing behavior almost always involves
learning new skills” (p. 142). In a similar light, Vaughn (2016) said, “Some people have
more natural ability than others. . . . Natural ability alone does not always translate into
results on the scoreboard” (p. 804). Vaughn was supporting the theory that ability may
come from learning something new and also suggesting that a person’s ability alone may
not be the only factor that contributes to achieving results.
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Social ability. Kardos, Leidner, Pléh, Soltész, and Unoka (2017) conducted a
study in which they found that “people with higher dispositional empathic abilities, and
specifically with higher dispositional empathic concern, maintained more close
relationships” (p. 4). The skills of empathetic ability and concern assist leaders in
creating relationships and trust, which are components of social ability.
Grenny et al. (2013) described a leader who has good social ability by saying,
“They are quick to consider what help, authority, consent, or cooperation individuals may
need when facing risky or daunting new behaviors” (p. 215). These leaders or employees
are connected to others and concerned about others’ needs as they work toward the
desired, positive results.
Structural ability. Blumberg and Pringle (1982) reported, “Available evidence
indicates that certain environmental factors beyond the employee’s control play a far
stronger role in influencing his or her job performance than is generally acknowledged in
the literature” (p. 564). They found that the employees’ environment has a strong
correlation with the results they produce.
Grenny et al. (2013) stated that “‘things’ can either enable or disable performance.
To examine the source, ask: Does their environment enable them?” (p. 33). The structure
or environment that a person is in can either support or inhibit their ability to achieve
results (S. E. Kim & Young, 2014; Sadatsafavi, Walewski, & Shepley, 2015). Leaders
may exercise structural ability by evaluating the environment and deciding whether they
need to make changes to increase results or productivity.
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Role of the Superintendent
Since the 1800s, the role of the superintendent has transformed significantly.
Originating as a lead teacher who supported a group of teachers, a superintendent is now
a leader who is held accountable by a board of education for students under their care to
achieve high educational standards. The superintendent of any school district holds the
highest position, which is also referred to as the “superintendency.” Swain (2008) defined
this term by saying
Superintendency refers to the office or position of superintendent. In that
capacity, the office holder is usually selected by a majority vote of the School
Board to implement policy and run the daily operations of the school district,
including establishing an annual budget, setting academic objectives and
overseeing the overall operation of a school district. (p. 14)
Although the job title is the same, Marland (1970) and Tripses, Hunt, and Watkins
(2013) all agreed that the superintendency has changed considerably over time. In the
past, “The superintendent was seen, and saw himself, as a scholar-educator type—an
educational leader and a teacher of teachers” (Callahan, 1966, p. 8). The superintendent
was the person to lead teachers and support them in their teaching methods.
According to Björk and Kowalski (2005), “Recent education reform reports and
the NCLB [No Child Left Behind] Act underscore the importance of superintendents’
instructional leadership role is to ensure that all children learn and improve their life
chances” (p. 25). This is a much larger job than supporting teachers in delivering
curriculum to students, as was seen in the early 1900s. In a more recent study, Waters
and Marzano (2006) “found a statistically significant relationship between district

11

leadership and student achievement, and that effective superintendents focus on creating
goal-oriented districts” (p. 1). As their responsibilities increase to include student
achievement, there are a wealth of issues that arise from why students achieve or do not
achieve educational goals and outcomes. As can be seen, the landscape of education
shows that effective superintendents must address student achievement in their strategic
goals and plans along with social, socioeconomic, and regional needs. To do this, they
must use a vital leadership skill of influence to achieve their goals.
Gaps in the Research
The field of educational leadership could benefit from research on the use of
influence to achieve results. Hicklin, O’Toole, and Meier (2008) said, “Scholars of
public management have consistently found that management matters, but little research
has considered how much management matters or whether the link between management
and performance may be contingent on various factors” (p. 253). It is important to the
field of education to know what aspects of influence superintendents are using that
support achieving results.
In their journal article on “The School Board President’s Perception of the District
Superintendent,” Petersen and Short (2001) noted, “Further research should recognize
and include other sources of influence when investigating relationships of decision
making by boards of education” (p. 563). Because superintendents are tasked with
supporting school boards in making appropriate decisions that affect students, this could
also include the superintendent’s use of influence.
Influence may be a significant factor in achieving the results that school boards
and superintendents want and need. There is an apparent gap in the literature regarding
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influence, superintendents, and achieving results as much of the literature points to the
superintendents’ effect on academic achievement alone and not on how they influenced
their stakeholders in attaining results. Research findings from the application of the six
sources of influence from Grenny et al. (2013) may lead to more effective ways for
superintendents to influence their employees to achieve desired results.
Statement of the Research Problem
Leadership is a broad topic that has been studied tremendously throughout the
past 100 years as the ability to achieve results is desired by all leaders. Although
leadership studies provide an abundance of research-based models such as servant
leadership, transformational leadership, and transactional leadership (Bass & Bass, 2008),
the practice of effective leadership skills is currently lacking in the United States. Much
of the research focuses on male superintendents because that position is predominantly
held by men.
Several esteemed researchers use influence in their description of leadership
(Nash, 1929; Stogdill, 1950; Tead, 1935). Additionally, Vroom and Jago (2007) stated,
“Exhibiting leadership means not only influencing others but also doing so in a manner
that enables the organization to attain its goals” (p. 18). They added influence strategies
as “threats, the promise of rewards, well-reasoned technical arguments, and inspirational
appeals” (p. 17). On the other hand, Bass and Bass (2008) believed that leaders must
follow ethical standards in their use of influence. Although there are many researchers
who have studied influence, there are varying opinions on what influencing people
actually means.

13

Leading through a new paradigm, as the world evolves, is essential. As leaders of
school districts, superintendents are “a highly visible chief executive who needs vision,
skills, and knowledge to lead in a new complex world” (Hoyle, Björk, Collier, & Glass,
2005, p. 1). They need to possess many qualities that help them achieve results. Merrill
(1998) stated, “The main emphasis of superintendents is on developing power bases
through influence strategies which build personal support for themselves as leaders” (p.
138). For superintendents to be successful, they must master influential leadership skills.
Although there is a wealth of research focused on educational leadership and
strategies, there is a deficit in the literature concerning female superintendents and their
use of influence. Grenny et al. (2013) described influence as motivation and ability
through personal, social, and structural strategies. Women are the overwhelming
minority in higher level school district positions (Sperandio, 2015) although they are
more likely to have completed their education more recently then men (Grogan, 2005).
Women are less likely to be hired as a superintendent—a position in which they could
use influence to drive results. According to a study in 2020, the School Superintendents
Association (AASA) showed only 26.68% of all superintendents in the United States
were female.
There is a scarcity of studies addressing female superintendents and how they use
influence to achieve results. Most of the literature regarding female superintendents have
addressed gender issues, entry into the profession, and job satisfaction. Women in this
field find themselves in the minority in California, and there is a paucity of studies related
to how they influence the achievement of results.
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Purpose Statement
The purpose of this phenomenological study was to identify and explore how
exemplary female superintendents who have achieved extraordinary results influence
employees through personal motivation, personal ability, social motivation, social ability,
structural motivation, and structural ability.
Research Questions
1. What personal ability strategies do exemplary female superintendents use to influence
employees?
2. What social ability strategies do exemplary female superintendents use to influence
employees?
3. What structural ability strategies do exemplary female superintendents use to
influence employees?
4. What personal motivation strategies do exemplary female superintendents use to
influence employees?
5. What social motivation strategies do exemplary female superintendents use to
influence employees?
6. What structural motivation strategies do exemplary female superintendents use to
influence employees?

15

Significance of the Problem
“Yesterday I was clever, so I wanted to change the world.
Today I am wise, so I am changing myself.”
—Rumi
Change, for many people, is a difficult road. Mahoney (1991) purported that
behavior change is “much more difficult than many theories have admitted” (p. 18).
Books on behavior change, videos, and conferences are easily accessible, but seldom is
their content implemented with success. Although behavior change is difficult (Bass &
Bass, 2008), it is a necessity for society to move forward in a rapidly changing world.
The world of education is continually shifting. Recent fluctuations in major
initiatives, such as the implementation of Common Core Standards and the Every Student
Succeeds Act, require large alterations in the way school districts deliver curriculum,
train their staff, and support students. Björk, Browne-Ferrigno, and Kowalski (2018)
said, “An integral part of superintendents’ work is influencing state-level macro political
decision-making processes and orchestrating micropolitics of district-level
implementation” (p. 188). The superintendent is tasked with and ultimately responsible
for leading the school district through difficult ever-changing mandated initiatives from
the state and federal government along with implementing programs and curriculum that
support students in their unique and diverse communities.
After examining studies focused on superintendents and the results they are
expected to achieve, it was found that several authors noted that the vast majority of
superintendents in the United States are male (Gresham & Sampson, 2019), leaving a
scarcity of research focused on female superintendents. In fact, only 26.68% of
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superintendents in the United States are female (School Superintendents Association,
2020). Gresham and Sampson (2019) said that “emerging researchers must be pushed to
go beyond common themes such as gender inequity, support systems or lack of, school
board discrimination, career pathway differences, and barriers” (p. 268). Additional
research that supports the leadership skills and methods that female superintendents use
to achieve extraordinary results is critical. Gresham and Sampson reported, “Displaying
issues related to women Superintendents highlights concerns and encourages solutions”
(p. 257). By adding to the body of literature, this research will provide another tool that
female superintendents can use to be successful.
This research study examined how female superintendents use six sources of
influence, as described by Grenny et al. (2013), to achieve extraordinary results. This
study was conducted to add to the body of literature regarding how female
superintendents achieve results. It is anticipated that the following leaders and
organizations will benefit from this research: Association of California School
Administrators (ACSA), the School Superintendents Association (AASA), American
Association of School Administrators (AASA), U.S. Department of Education (USDE),
National Institute of School Leadership (NISL), nonprofit educational organizations, and
male and female superintendents who are mentoring district office personnel on their
leadership journey. The data presented will inform practice as superintendents work to
increase student achievement.
Definitions
Defining terms used in a study eliminates assigning varying meanings to any
given term or construct. McMillan and Schumacher (2010) defined operational
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definitions by saying they assign “meaning to a variable by specifying the activities or
operations necessary to measure, categorize, or manipulate that variable” (p. 58). The
following operational definitions apply to this study:
Exemplary. The ability to achieve a level of excellence that goes beyond the
typical standard.
Extraordinary. Above the normal expectations.
Influence. The ability to provoke new ways of thinking, to persuade, inspire, or
impact people in a way that moves them to action.
Personal ability. Learning and practicing new skills while receiving frequent
feedback to achieve results.
Personal motivation. The deeply embedded desire to engage in meaningful and
pleasurable work created with direct experiences in an environment in which one can
choose to be optimistic about progress.
Social ability. The capacity to enlist the power of human interactions and group
solidarity to provide support for taking risks and creating change.
Social motivation. The deeply held desire to be accepted, respected, and
connected to humans.
Structural ability. Elements of a person’s environment such as physical space,
surroundings, or atmosphere that positively affect performance.
Structural motivation. Rewards, punishment, or incentives that can be used to
encourage or discourage a person’s behavior.
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Delimitations
This study was delimited to 11 current, exemplary, female superintendents within
the following California counties: Orange, Los Angeles, and Riverside. To be considered
exemplary, each superintendent must have achieved extraordinary results while serving
in a district for 2 or more years and met the following criteria:
•

Published articles, papers, or other written material or presented at conferences;

•

Recommended by a panel of former superintendents who are knowledgeable about
the style and success of current superintendents;

•

Received recognition as an exemplary superintendent by a professional organization.
Organization of the Study
This study is organized into five chapters and includes a comprehensive reference

list and appendices. Chapter I presented the background, research problem, purpose
statement, research questions, definitions, and delimitations of the study. Chapter II
presents an extensive review of the literature. It includes the theoretical foundations and
framework along with the six constructs of influence related to this study. It also reviews
the role of superintendent. Chapter III describes the methodology used in the study,
which includes population, sample, instrumentation, and collection and analysis of data.
Chapter IV is a deep analysis of the data collected. Finally, Chapter V wraps up the
study by describing the major findings, conclusions, implications, and recommendations
for further research.
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CHAPTER II: REVIEW OF THE LITERATURE
Today’s leaders are charged with changing or modifying existing behavior to
achieve results ranging from minor to large in scale. Leadership strategies are employed
by professionals to direct a single person or group of people in a desired direction to
achieve results. Although different styles of leadership have been developed, some
authors believe that leadership has in fact changed very little in the past 250 years
(Crowley, 2011). Regardless of whether leadership has changed or developed over the
years, leaders must continue to find new and innovative ways to achieve the type of
positive results that move their initiatives and work forward. Like many chief executive
officers (CEOs), school superintendents are tasked with leading a potentially large group
of people in one direction toward a common goal. Leading such groups requires the
leader to acquire and perfect critical skills such as political intelligence and working with
teams (D. L. Anderson, 2016; Harvey & Drolet, 2006; White, Harvey, & Fox, 2007).
These important skills assist the leader in meeting objectives. One element linked to
these skills that support leaders in achieving desired results is the effective use of
influence.
Influence can be described as the means to achieving a desired result (Broadbent,
1984; Gregg, 2003; Swain, 2008). Influence is also related to behavior change, which
may direct a person’s behavior in a way that leads to results (Fairholm, 2009; Grenny et
al., 2013). In their book, Influencer, Grenny et al. (2013) detailed how leaders can use
influence strategies such as personal, social, and structural motivation and ability to
achieve extraordinary results. Extraordinary results require the use of this critical skill of
influence to change or modify employee and/or stakeholder behavior.
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School boards require their superintendents to meet or exceed district-wide goals.
These results may come from a strategic plan or initiative set out by the board. In their
study of superintendent leadership, Bird, Wang, and Murray (2009) found that “the needs
of children and the scarcity of available resources are not going to subside, yet the
superintendent must create means by which their districts can succeed” (p. 152).
Superintendents must find new leadership strategies that will assist them in achieving
results under current conditions.
Literature, to some extent, addresses the use of influence by leaders in private
organizations to help them achieve results; however, there is a paucity of research on how
influence is used by superintendents to effect change. In addition, the literature is silent
on how superintendents use influence with their employees to achieve positive results.
This literature review begins by exploring foundational theories in leadership,
behavior and motivation theory as well as the theoretical framework for this study:
influence. Six proposed sources of influence are discussed. The review ends with the
research required to understand how influence can be utilized by superintendents to
achieve extraordinary results in their practice.
Leadership Theory
Three popular leadership styles have been born out of research. The leadership
styles include laissez-faire leadership, transactional leadership, and transformational
leadership. These leadership theories are explored in the following section.
Laissez-Faire Leadership
Laissez-faire leadership is a lack of leadership style. It involves leaders who do
not get involved in their employee’s work. Laissez-faire is considered to be a style that
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shows little to no leadership and relies on the employees to make decisions, develop
solutions, and work as they see fit (Dansereau, Seitz, Chiu, Shaughnessy, & Yammarino,
2013; Judge & Piccolo, 2004; Khan et al., 2015). This style is distinct from transactional
and transformational leadership in that there is little connection to the employees, the
work of the organization, or sense of team created by the leader. Laissez-faire may be
considered the leadership style that demonstrates a lack of leadership.
Transactional Leadership
Another form of leadership is transactional leadership. Within transactional
leadership, employees and the leader are involved in an exchange relationship (Burns,
1978). This exchange could be work in exchange for a weekly paycheck, paying extra
commissions for sales, or the employee finishing an important task and being allowed to
leave early. Bass and Stogdill (1990) described influence as a possible exchange between
followers and leaders. However, when leaders are involved with their employees in a
way that is solely mutually beneficial, it would be considered a transactional relationship.
Leaders who adopt a transactional leadership style are considered more task
oriented and focused on productivity (Feng & Xiaohong, 2019). At times this may be
necessary to motivate an employee but not always an effective long-term style. Some
research has suggested that employees’ lower achievement may be associated with a
merely transactional leadership style employed by the leader (Buch, Thompson, &
Kuvaas, 2016; Rockstuhl, Dulebohn, Ang, & Shore, 2012). Other researchers believe
that when coupled with transformational leadership, a transactional-transformational
leadership style may be an effective strategy (Gerstner & Day, 1997). Transformational
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leaders may use a variety of leadership skills that they find effective based upon the
needs of their followers.
Transformational Leadership
Transformational leadership is an influential leadership style that looks to the
followers’ intrinsic needs (Kanat-Maymon, Elimelech, & Roth, 2020). Burns’s (1978)
theory of transformational leadership claimed,
The transforming leader recognizes and exploits an existing need or demand of a
potential follower. But, beyond that, the transforming leader looks for potential
motives in followers, seeks to satisfy higher needs, and engages the full person of
the follower. (p. 4)
Transformational leadership encompasses qualities of the leaders and how they use those
elements to influence the potential follower. According to Rost (1991), transformational
leadership is an active leadership style in which both the leader and the follower
participate for true transformation to occur. There are several ways in which
transformational leaders function to achieve desired results.
Ljungholm (2014) believed that transformational leaders clearly communicate
their vision and values to their personnel and supporters while motivating them and
cultivating their abilities. Transformational leaders have an effect on followers such that
they are motivated to achieve results far greater than they may have expected while
learning how to become a leader themselves (Bass & Bass, 2008; Bass & Riggio, 2006).
Den Hartog, Van Muijen, and Koopman (1997) added leader inspiration as a motivating
factor for followers to achieve greater outcomes. Den Hartog et al. (1997) added a
leader’s insight into what needs to change, deciding what it will look like, and gathering
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supporters of such vision as the key to transformation. L. Anderson and Ackerman
(2010) underscored the need for transformational leaders to develop their level of
awareness, which allows them to see what may not be visible on the surface and help the
leader avoid pitfalls. Transformational leadership is not limited to the leader-follower
relationship, but it is a broader term that describes a wide range of leadership from
influencing one person to an entire organization (Northouse, 2016).
In explaining transformational leadership, Bass and Stogdill (1990) described four
different behaviors: “charismatic leadership, inspirational motivation, intellectual
stimulation, and individualized consideration” (p. 54). Each of these four areas benefits
the leader and follower and helps them work together.
Charismatic leadership or idealized influence. These leaders are models to
others of high standards and behavior, are trustworthy, and have a vision that others
readily buy into (Northouse, 2016). Developed by House in 1976, charismatic leadership
is seen in many ways to relate to transformational leadership (Northouse, 2016). Bass
and Stogdill (1990) believed that charismatic leadership is paramount to being a
transformational leader because the charismatic leader is able to spark emotion in the
followers that motivates them to take action. Charisma in the leader can attract people in
a way that they partner with the leader and move forward together.
Inspirational motivation. Leaders who use inspirational motivation have high
expectations but also use encouragement and teams to motivate their followers
(Northouse, 2016). Bass and Stogdill (1990) described inspirational leaders as those who
connect with the goals and ambitions of their followers and motivate them to achieve
goals through actions such as being a positive role model and building up team support.
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Inspirational leaders motivate their followers in the way they engage with their followers
and encourage and support people.
Intellectual stimulation. Intellectual stimulation is important in that it involves
leaders allowing followers to use their imagination and creativity to solve problems
(Northouse, 2016). Employees who have the opportunity to create and solve problems
can produce new and innovative ways to accomplish a task. By stimulating their
intellectual brain, leaders may find internal motivation of their employees, which can lead
to excitement, new ideas, or new ways of accomplishing tasks.
Individualized consideration. This behavior allows transformational leaders the
opportunity to connect with their followers on an individual level. They may coach their
employees and support them in their personal and professional life (Northouse, 2016).
When employees believe their leader cares for them as a person beyond the day-to-day
expectations of work, they may be more likely to put in extra time, effort, and/or energy
into their work.
Transformational leaders use several strategies that holistically address the needs
and motivations of their followers. Their high-level communication skills focus on the
importance of information sharing and shared vision while normalizing and valuing skills
such as responsibility and accurate communication and information (Salk & Schneider,
2009). Transformational leadership has a level of selflessness and support for others.
Stevens (2011) said that transformational leaders are champions for the employees and
are dedicated to developing their followers in a way that serves them as people and not
just the organization. They understand that by developing their followers, they are
participating in growth that will affect not only their organization or initiatives but also
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society. Transformational leaders are committed to work that makes their people better
in all areas of their lives.
Transformational leadership can ultimately affect employees and produce positive
organizational results. Researchers Z. Wang, Li, and Li (2017), Yung-Shui and TungChun (2009), and Zhu, Avolio, and Walumbwa (2016) have linked transformational
leaders with positive outcomes such as increased employee engagement and what YungShui and Tung-Chun (2009) termed “group level effectiveness” (p. 390). Another result
of transformational leadership is increased employee performance, which can lead to
organizations achieving results (Jensen, Potočnik, & Chaudhry, 2020; E.-J. Kim & Park,
2020; Liao & Chuang, 2007). Transformational leaders can also be effective when
working with teams to achieve results (X.-H. Wang & Howell, 2012). Gillespie and
Mann (2004) paraphrased the important 1985 work of Bass by saying, “Transformational
leaders motivate their followers to perform beyond expectations by making them more
aware of the importance and value of goals, inducing them to transcend self-interest for
the good of the group/organisation, and appealing to followers’ higher order needs” (p.
590). Providing support for employees to grow their leadership skills, opportunities to
collaborate, share ideas and new learning, and maintain a solid support system for growth
may positively affect the organization (E.-J. Kim & Park, 2020). According to Burns
(1978), the transformational leadership style is reciprocal in nature; the leader is learning
and developing their skills while the employee is also growing in skill and leadership
capacity. Transformational leadership is a mutually beneficial relationship that builds a
solid connection between the leader and follower to help each party achieve his or her
desired results or meet a specific need.
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Behavior and Motivation Theory
Researchers in the field of leadership have taken a particular interest in
motivation. Theorists such as Maslow and Bandura were interested in what motivation is
and what motivates or moves someone to do something. Acevedo (2018) believed that
“Abraham Maslow’s needs theory is one of the most influential motivation theories in
management and organizational behavior” (p. 741). Researchers agree that
understanding what motivates people is critical to behavior modification and research
(Suyono & Mudjanarko, 2017; Winston, 2016). If leaders want their employees to
behave in a way that is consistent with achieving results, they need to understand human
behavior and the way that motivation plays a vital role in whether or not a person will act.
Maslow’s Hierarchy of Needs Theory
In researching motivation, Maslow developed a very popular theory called the
hierarchy of needs, which takes into consideration five different areas that drive human
motivation (Suyono & Mudjanarko, 2017). These five areas are physiological, safety,
love/belonging, esteem, and self-actualization (Suyono & Mudjanarko, 2017), which are
arranged in the form of a pyramid, self-actualization on the top. Each of these needs
must be met in this particular order, and people are motivated to fulfill these needs.
Maslow also reminded leaders of the importance of identifying where people are
operating from on the hierarchy of needs. Once the leader meets the person’s specific
need on the pyramid, that need will no longer motivate that person (Maslow, 1943).
Widely included in research on motivation are athletes. Athletes are required to perform
at a certain level and achieve extraordinary results. Several studies have been conducted
on personal motivation in relation to athletes in their sport (Delrue, Soenens, Morbée,
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Vansteenkiste, & Haerens, 2019; Healy, Ntoumanis, Veldhuijzen van Zanten, & Paine,
2014). Much like athletic coaches, leaders are looking for ways to motivate their people
and be constantly aware of where the needs lie and how they can fulfill such needs. In
addition to Maslow are two additional lesser known theorists who have developed the
concepts of Dörner’s needs and McClelland’s human motivation theory (Güss, Madison
Lee, & Dietrich, 2017).
Dörner’s Five Basic Human Needs Theory
Güss et al. (2017) described Dörner’s needs as “five basic human needs: the
existential needs (thirst, hunger, and pain avoidance), the sexuality need, the social need
for affiliation (group binding), the need for certainty (predictability), and the need for
competence (mastery)” (para. 16). These needs are inclusive of many of Maslow’s ideas
but include needs beyond those noted by Maslow. Affiliation, certainty, and competence
are additional needs that Dörner proposed. In his perspective, motivation can come from
certainty, for example. He believed that people may be motivated to action because of
the need to understand their environment or situation. If they do not understand, the lack
of understanding or certainty could be a motivating factor in whether or not they take
action. The action that a person takes could be due to their need for certainty or
competence.
McClelland’s Human Motivation Theory
Although Dörner’s needs include similarities to Maslow, McClelland’s human
motivation theory chose a different approach. Güss et al. (2017) described McClelland’s
human motivation theory as “three needs (power, affiliation, and achievement) and
argues that human motivation is a response to changes in affective states” (para. 10).
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This theory considers elements that are not part of keeping oneself alive but of achieving
or avoiding a thing or feeling.
McClelland (1985) understood that people are motivated by more than basic
needs. When addressing motivation theory, his focus was on what produces the action
that the person takes or fails to take in a situation and how powerful that motivation is to
that person. McClelland (1985) described the motivator’s strength as a determination of
a person’s likelihood to act. He ended his article by saying, “Motives, skills and values”
as they relate to a person’s actions and decisions is an area that warrants additional
research (p. 824). Although McClelland presented his theory on motivation, the theory of
self-determination also appears frequently in research.
Self-Determination Theory
Another better known motivational theory is called self-determination theory.
This motivation theory can be described as the human need to continually look for new
ways to move forward and achieve the highest levels possible (Link, 2019). Ryan and
Deci (2019) believed that people have various reasons for pursuing their best, which can
originate from outside sources or from within. Regardless of the origin, selfdetermination theory may be an important motivation theory that positively affects many
aspects of a person’s personal and professional life (Ryan & Deci, 2000b).
Ryan and Deci (2000a) further defined motivation theory by describing extrinsic
and intrinsic motivation. Extrinsic motivation can be defined as the willingness to do
something in exchange for a desired item, result, or need (Ryan & Deci, 2000a). External
motivators come from things outside of oneself such as money, time with friends or a
special treat. Bénabou and Tirole (2002) said that it is important for people hoping to
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increase their motivation to ensure that they are developing a positive self-image. Sharot
(2017) would agree with Bénabou and Tirole and add that humans look for any means
possible to avoid physical and mental discomfort. If leaders are able to increase selfconfidence in their people, this is a lessening or extinguishing of mental discomfort or
pain, which may be motivating to the people.
When describing intrinsic motivation, Link (2019) suggested that when people are
freely able to decide what they want to do, that is when intrinsic motivation is seen.
These activities come from within people and their choice and are something that they
like to do or enjoy. Intrinsic motivation may, however, be more difficult for leaders to
see whether they are not actively looking for it. In their research Deci, Connell, and
Ryan (1989) found that leaders who promote self-determination and allow their
employees to be guided by their intrinsic motivation (within reason) can have a positive
effect on their employees. By getting to know the employees—their likes and desires—a
leader will find out what motivates the person and work to meet those needs and desires
through the plan.
Leaders have the important task of deciding the pieces of behavior and motivation
that they can use to support their employees in being engaged in their work and creating
extraordinary results. Rao (2017) suggested learning more about what motivates one’s
staff, especially whether they are financially motivated. Rao (2017) and Mertel and Brill
(2015) both agreed that it is important to discover what motivates employees to keep
them engaged in the work. Pounder and Coleman (2002) included the importance of
knowing each of the staff members separately. When people feel connected and the
leader knows how to motivate the staff, their job satisfaction may increase. This type of
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work environment could also lead to an increased ability of employees to manage tension
and anxiety and an increase of motivation and engagement at work (Darvishmotevali,
Arasli, & Kilic, 2017). Motivation and behavior go hand in hand. When leaders get to
know their staff, find ways to motivate them, and continually learn about where they are
operating from, staff members are more likely to perform.
Theoretical Framework: Influence Theory
Influence is a tool that leaders have used throughout the centuries to produce
results, even before language was developed (Sharot, 2017). Although it is a skill that
has been used throughout history, as of 1981, there were few studies on the topic (Greene
& Podsakoff, 1981). Though influence can be linked to defining leadership (Burtt, 1935;
Nash, 1929; Rost, 1991), a set definition of influence as it relates to the leadership role
remains elusive.
Leaders rely on tools that fit their personality and style and also support them in
moving initiatives forward, creating change, and achieving results. One of the tools used
is influence. The Merriam-Webster dictionary defines influence (n.d.) as “the power or
capacity of causing an effect in indirect or intangible ways.” Merriam-Webster further
defines influence as “the act or power of producing an effect without apparent exertion of
force or direct exercise of command.” Heath et al. (2017) concurred by offering their
opinion on influence as a skill leaders can use to impact people in a way that encourages
them to support their initiatives. Other researchers described motivation as an influence
tool for accomplishing goals (Gregg, 2003; Hoy & Smith, 2007). Each of these
definitions allows for the leader to impact results without resorting to exerting power and
pressure over the person.
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Not everyone fully agrees with this definition. Swain (2008) defined influence by
using pressure as a means for superintendents to achieve desired outcomes. Although
Swain described pressure as a way to influence people to achieve desired results, other
researchers purport that influence is a leadership skill that cannot consist of pressure or
intimidation and if those strategies are used consistently, they are managerial in nature
and not leadership skills (Bass & Stogdill, 1990; Rost, 1991).
What the literature does imply is that influence is used in some capacity by
leaders to achieve results. Hoy and Smith (2007) coined “ten principles of influence” (p.
158) that can be used by effective leaders. The principles are attraction, reciprocity,
colleagueship, commitment, expertise, scarcity, trust, fairness, self-efficacy, and
optimism. Each of these principles makes up ways in which leaders use influence and is
closely linked to principles of persuasion developed by Cialdini (Hoy & Smith, 2007).
Rost (1991) agreed with Hoy and Smith’s use of persuasion as influential rather than
forced. He clarified that when people are forced or feel pressure, they do not change
because they want to; rather, they change because they feel pressured. This type of
change is not sustainable. Rost (1991) believed,
Influence as persuasion involves reputation, prestige, personality, purpose, status,
content of the message, interpersonal and group skills, give-and-take behaviors,
authority or lack of it, symbolic interaction, perception, motivation, gender, race,
religion and choices, among countless other things. I call these things power
resources. (p. 105)
If one uses influence in the persuasive sense, followers are more likely to comply.
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Knowing what influence is helps set the ground work for how leaders use it. Jha
and Shah (2020) said the physical environment and the people one surrounds oneself with
have a substantial influence on humans. Grenny et al. (2013) clarified that influence
involves the leaders reaching their required goals and objectives through the ability to
adjust their people’s actions or behavior. Kahnweiler (2013) added to the previous
statement by saying that people who use influence are forward thinking and motivating,
and they work toward creating something better for the future. Influential leaders bring
people and resources together to unite and achieve desired results (Genovese, 2015).
Bass and Stogdill (1990) cautioned that “to exert influence, the behavior and goals of the
leader had to be consonant with the group’s goals” (p. 599). Using all available
resources, influential leaders bring people together in the achievement of a common
purpose.
In their book, Influencer, Grenny et al. (2013) described how leaders can
influence people to achieve results. They discussed six individual influence strategies:
personal motivation, social motivation, structural motivation, personal ability, social
ability, and structural ability. Each of the influence strategies are discussed, respectively.
Personal Motivation
Personal motivation can be traced back to Skinner’s operant theory in which he
argued that human behavior is driven by rewards (Ryan & Deci, 2000a). Rewards can be
in the form of monetary compensation, internal happiness, and/or tangible items. When
rewards are effective, they can lead to positive behavior.
There are two categories of motivation—extrinsic and intrinsic. Ryan and Deci
(2000b) described extrinsic motivation as “the performance of an activity in order to
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attain some separable outcome” (p. 71). Intrinsic motivation is personal satisfaction that
comes from doing a task (Gagné & Deci, 2005; Link, 2019; Ryan & Deci, 2000a).
Personal motivation is a tool that can move people to complete work tasks and can
ultimately contribute to job satisfaction.
When employees feel intrinsically motivated, they are more likely to produce
results. Bhatti, Ali, Isa, and Battour (2014) conducted a study and found that employees
in training had better retention of skills when they were internally motivated by what they
were learning. When employees are excited about their work, the reward that comes
from within themselves can be motivating. Ryan and Deci (2000b) described this
intrinsic motivation by saying that it is “the inherent tendency to seek out novelty and
challenges, to extend and exercise one’s capacities, to explore, and to learn” (p. 70).
Giving employees the ability to be creative and learn new things that they are interested
in can be a key motivational strategy.
Hilgert (1974) believed that personal motivation is the key to leader effectiveness.
Several authors described ways in which these leaders can assist their employees in
personally motivating ways. Rao (2017) discussed the importance of the connection
between the work that the employee is engaged in and how that aligns with the
organization’s vision. This positive connection can be considered personally motivating.
Olafsen, Deci, and Halvari (2018) reported the importance of leaders taking time to
connect with their employees to understand their perspectives. They said that it is
important to provide employees challenging work, work as a team, give opportunities to
use their learned skills, and create intrinsically motivating opportunities. This level of
engagement with and challenging of employees is intrinsically motivating.
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For leaders to achieve desired results, they need to have ways to motivate their
employees (Olafsen et al., 2018). Some leaders may not know what motivates their
employees (Manganelli, Thibault-Landry, Forest, & Carpentier, 2018). Ryan and Deci
(2000b) found that some of the traditional means of motivation used by supervisors such
as evaluations, pressure, and direct orders have a detrimental effect and can take away
from a person’s intrinsic motivation. Olafsen et al. (2018) disagreed with these tactics by
saying that a supportive leader is consistent in meeting people’s needs, which can assist
with the employees’ intrinsic motivation.
In considering all of the elements of personal motivation, it can be described as
the deeply embedded desire to engage in meaningful and pleasurable work created with
direct experiences in an environment in which one can choose to be optimistic about
progress. Leaders who connect employee work to what is personally motivating to the
individual may keep their staff engaged in their work.
Social Motivation
Humans are interdependent beings (Over, 2016), seeking opportunities to connect
with others. In the early years of humanity, connection could be the difference between
surviving, thriving, or dying. Godman, Nagatsu, and Salmela (2014) described human
imitation as part of one’s need to be connected with others. Social bonds were important
because people could not survive on their own. Each person had a skill that he or she
brought to the community that helped them survive as a group, and as children were
raised, they imitated behaviors that they would take on later in the community. Men
hunted for food and completed manual labor while women kept the fire, cooked food, and
tended to children.
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Being connected with others is an ongoing human condition that leaders use to
influence and achieve their pursuits. Grenny et al. (2013) noted that social connections
make up the most powerful source of influence. Connection to others can assist the
individual or group in achieving goals, but lack of social connection can have the
opposite effect. One’s social environment can have a positive or negative effect on a
person’s actions (Ryan & Deci, 2000b). The social aspect of the environment may
ultimately affect the motivation of employees. Bass and Stogdill (1990) agreed as they
claimed that people do not always behave in the same manner when they are alone as
when they are in a group. The social connection that is present when a person is in a
group can be motivating in and of itself, which may be to the leader’s benefit.
Social motivation can be fostered by the leader. Rao (2017) offered several
engagement techniques to motivate employees, which include “ensur[ing] that every
employee feels heard, valued, and appreciated for their achievements” (p. 129).
Recognizing employees in front of their peers can be used as a socially motivating
activity. Rao offered additional ideas such as providing staff with the opportunity to
work together to produce new ideas and understandings. By providing the opportunity to
engage with others, leaders create a social environment that connects employees.
Connecting with each other fills a human need—belonging. Over (2016) stated
that “successful group functioning requires that we are motivated to interact, and engage
with those around us. In other words, we need to belong” (p. 1). Baumeister and Leary
(1995) would agree with Over as they found, “The need to belong is a powerful,
fundamental, and extremely pervasive motivation” (p. 497). Leaders can use this socially
motivational need to belong to achieve their goals by providing opportunities for their
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employees to be connected and accepted by each other, which can motivate them to
action. Social motivation, as described in Chapter I, is the deeply held desire to be
accepted, respected, and connected to humans.
Structural Motivation
Structural motivation, as defined in Chapter I, consists of rewards, punishment, or
incentives that can be used to encourage or discourage a person’s behavior. Grenny et al.
(2013) addressed structural motivation by maintaining that one should, “link rewards to
the specific actions you want to see repeated” (p. 245). When eliciting desired behavior
or outcomes from employees, the reward, incentive, or extrinsic motivator is used to push
the person to achieve the result or desired behavior.
Structural motivation relies on extrinsic ways to produce results. Locke and
Schattke (2019) said, “Extrinsic motivation, when it leads people to think, plan, and act
long-range, should help to prevent or lower stress and put one on the road to life
happiness in so far as that is within one’s control” (p. 283). Extrinsic motivation is about
holding onto something that ultimately affects how people feel and giving them access
(or denial) to what makes them feel good (or bad) when a result has (has not) been
produced. There are varying motivators for each person, and it is up to the leader to
figure out what would work for each team member.
In their foundational work, Ryan and Deci (2000a) discussed motivation in depth
through Skinner’s operant theory developed in 1953 in which he purported that rewards
cause specific behavior to occur. If an employee receives a positive performance review
and a subsequent pay raise, the reward of a salary increase would be a structural
motivation that was established by the employer to reward positive performance. If one
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can find the correct motivator for the behavior, it is more likely that the desired result will
be produced.
Extrinsic motivators are commonly used throughout the world. In fact,
organizations go out of their way to offer extrinsic rewards, such as money, to entice
people to work for them and/or produce results they are looking for (Antoni, Baeten,
Perkins, Shaw, & Vartiainen, 2017; Malik, Butt, & Choi, 2015). By investing in their
reward and or incentive programs, companies believe employees will be motivated to
reach goals and objectives that move them forward as well as meeting the needs of their
employees. Malik et al. (2015) believed that if one is able to identify the rewards that
match desired behavior, it is possible to achieve company goals.
Deciding what is actually motivating to employees can be difficult, yet when it is
found and used properly, the leader may be more likely to see desired results. There is a
link between the human need to avoid pain and seek pleasure and being motivated to
perform a particular function or activity. There are many types of rewards and incentives
that also include the use of financial means (Grenny et al., 2013).
Several researchers agree that PFP can assist in achieving results (Chiang et al.,
2017; Maltarich, Nyberg, Reilly, Abdulsalam, & Martin, 2017). In their study, Olafsen,
Halvari, Forest, and Deci (2015) found that pay did not affect personal motivation. It is
possible that monetary rewards and incentives may have their place in motivation—in the
short or long term.
One most notable reward and punishment system that may also have a financially
motivating piece is performance reviews. Organizations construct performance reviews
in a way that aligns with the company goals and objectives. Achievement of the
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organization’s goals and objectives may lead to additional compensation, which creates
an extrinsic reward system for employees (Baucus & Beck-Dudley, 2005). In the attempt
to motivate employees, employers may combine these two systems to create an effective
reward system.
Motivating people through incentives and rewards may be effective, but there are
also other methods to consider. Deci, Koestner, and Ryan (1999) stated, “Although
rewards can control people’s behavior—indeed, that is presumably why they are so
widely advocated—the primary negative effect of rewards is that they tend to forestall
self-regulation” (p. 659). Therefore, certain rewards may not be effective in the long
term, which may lead to punishment being used as a structural motivator.
Finally, several authors have studied punishment as a way to achieve results.
Kamijo (2016) had an interesting perspective by noting that some aspects of work may
benefit from using punishment as a strategy, such as when one needs to ensure an
employee does not repeat a behavior—while other aspects of the job would benefit from
the use of reward systems. The possibility of punishment can hinder an employee from
making choices that are not aligned with basic rules and safety, but reward systems may
produce better results for achieving goals and objectives.
Personal Ability
For this study, personal ability is described as learning and practicing new skills
while receiving frequent feedback to achieve results. When Grenny et al. (2013)
described ability, they used “deliberate practice” (p. 121) from Anders Ericsson’s
research and added “clear feedback” (p. 129) as an imperative. Providing employees
with learning experiences and practicing new skills while providing feedback may play
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an important role in one’s personal ability. E.-J. Kim, Park, and Kang (2019) implied the
importance of the leader in matching company resources with employees’ training needs
and motivations.
Each employee comes with a specific inherent or learned skill set that may or may
not match the organization’s current needs. Vaughn (2016) said, “Some people have
more natural ability than others. . . . Natural ability alone does not always translate into
results on the scoreboard” (p. 804). Additional training of employees may be required.
Grenny et al. (2013) suggested that “changing behavior almost always involves learning
new skills” (p. 142). To learn a new skill, leaders provide training or professional
development to their team members.
When describing professional development (Great Schools Partnership, 2013;
National Education Association [NEA], n.d.; Sankey & Machin, 2014), many researchers
agreed with defining it as the attainment of knowledge and skill to improve performance
or effectiveness. When participating in training or professional development, employees
are learning new skills. To improve upon a newly acquired skill, one must practice.
Ericsson, Krampe, and Tesch-Romer (1993) said, “Deliberate practice would
allow for repeated experiences in which the individual can attend to the critical aspects of
the situation and incrementally improve her or his performance in response to knowledge
of results, feedback, or both” (p. 368). Bass and Stogdill (1990) described follow-up
activities as “post session debriefing, maintenance of alumni groups, consultation,
follow-up training as needed, and reward for improvement and the application of what
has been learned” (p. 855). One way that that leaders may follow up is through feedback
on performance after training has been completed.
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Bass and Stogdill (1990) acknowledged the need to provide follow-up to
professional development to increase transfer and outcome. Follow-up feedback from
leaders after training plays a role in staff transferring the learning acquired in training to
application (Burke & Hutchins, 2008; Foxon, 1997). Providing training without followup may not be effective in producing the results required.
Rao (2017) said that feedback is important for employees to know where they
stand with their level of competency, and it gives them a starting point in deciding ways
in which they can hone their skills. Silverman, Pogson, and Cober (2005) believed,
“Employees need to receive feedback regarding their performance and progress toward
other valued goals. Feedback is important for motivation, development, career planning,
and performance management” (p. 136). It is vital to continue to support employees after
training and provide them feedback. Giving employees what they need along with the
space to learn and grow is uplifting (Rao, 2017). When leaders provide professional
development followed by critical feedback as they practice new skills, they use personal
ability strategies.
Social Ability
Social ability can be described as the capacity to enlist the power of human
interactions and group solidarity to provide a support for taking risks and creating
change. Grenny et al. (2013) described a leader who has good social ability by saying,
“They are quick to consider what help, authority, consent, or cooperation individuals may
need when facing risky or daunting new behaviors” (p. 215). This description of social
ability relates to Gouldner’s (1960) work on the Norm of Reciprocity in which he says
that when people receive positivity from others, they are likely to reciprocate the action.
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The ability of the team to support and feed off of each other gives them high social
ability.
To create a socially motivating environment, leaders can pull from the work of
Rao (2017) when he discussed the importance of allowing teams to work together on
projects to support growth. While coming together as a team to learn from each other,
they can develop higher levels of group solidarity. In their work on shared leadership,
Houghton, Pearce, Manz, Courtright, and Stewart (2015) described group solidarity by
saying “it consists of enhanced levels of mutual trust, affective regard, social unity, and
commitment” (p. 317). They described the following benefits of group solidarity in their
model: “mutual trust between group members; affective regard toward group members;
social unity in the face of tasks and pressures; and common commitment to maintain the
group” (p. 316). By enhancing how the team or group interacts with each other, leaders
may be able to create an environment in which teams feel more comfortable taking risks
and moving through change.
While asking staff to take risks and move through change, healthy groups may
support each other through the initiative. Leaders need to have open and honest
communication and discussions with their teams while moving through the change
process (L. Anderson & Ackerman, 2010; McKee, Boyatzis, & Johnston, 2008). While
working together, teams may be able to assist each other and the leader through the
process.
Structural Ability
Structural ability is defined in this study as elements of a person’s environment
such as physical space, surroundings or atmosphere that positively affect performance. In
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their work, Grenny et al (2013) stated that it “examine[s] how nonhuman forces—the
world of buildings, space, sound, sight, and so forth—can be brought to bear in an
influence strategy” (p. 248). Researchers Blumberg and Pringle (1982) found, “Available
evidence indicates that certain environmental factors beyond the employee’s control play
a far stronger role in influencing his or her job performance than is generally
acknowledged in the literature” (p. 564). Structural ability could play a larger role in
achieving results.
When observing the environment as a factor in achieving results, Grenny et al.
(2013) stated, “‘Things’ can either enable or disable performance. To examine the
source, ask: Does their environment enable them?” (p. 33). The structure or environment
that a person is in may support or inhibit employees’ ability to achieve results. Fisher
(2015) also discussed aspects of structural ability by noting that many organizations
consider a pleasant and comfortable environment as part of their employee wellness
program. Structural ability could include elements of structural motivation and ability—
looking at what is provided or used to incentivize coupled with what the physical
environment provides (office aesthetics, comfortability of space, air flow, cubicles or
offices, light, and so forth).
Structural ability is an important piece of achieving results. Several authors have
found that the employees’ environment has a strong correlation with the results they
produce. In their study, S. E. Kim and Young (2014) found that the employees’
environment was a factor in their effectiveness at work. Sadatsafavi et al. (2015) found
that the aesthetics of the working environment had a positive effect on how the
employees perceived their organization. By providing employees with physical space
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that is aesthetically appealing, their effectiveness may increase, allowing the company to
achieve its goals.
Role of the Superintendent
The superintendent is the head or CEO of a school district for which he or she is
appointed by a local school board (Grogan, 2005). Superintendents must fulfill
obligations such as budget oversight, local control accountability plan (LCAP)
submission and implementation, staff assignment and credentials, signing contracts, and
satisfying state reporting requests (Cal. Education Code 35035, n.d.). Although this
briefly describes the minimum duties of their role in California, the role of the
superintendent has evolved through time and circumstances.
Many researchers have agreed that the superintendent’s role has transformed
throughout history (Callahan, 1966; Kowalski, 2005; Petersen, Kelly, Reimer, Mosunich,
& Thompson, 2009). Callahan (1966) described the changing role of the superintendent
by types: 1865 – 1910 scholar educator/teacher of teachers; 1910 – 1929 business
manager-school executive; 1929 – 1954 educational statesman; 1954 – 1966 social
scientist/educational realist (p. 8). Kowalski (2005) added another descriptor of the
superintendent after the social scientist/educational realist by describing the next phase of
the superintendency as communicator. Though the role has significantly transformed
over the past 100 years, supporting students in achieving a quality education has
remained as the focus. Petersen et al. (2009) believed that although the community’s
needs may change the expectations of the job, the most important part of the role is to
better the lives of their students. Superintendents have the power to shape a student’s
trajectory and the responsibility to ensure that the district is meeting that expectation.
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In addition to the basic roles of the superintendent listed in the California
Education Code, superintendents also have added responsibilities to students, families,
the board of education, and the community. A large part of a superintendent’s work is
ensuring the education of all students in the district while being a liaison between the
community and the district (Glass, Björk, & Brunner, 2001). Although Swain (2008)
described the function of the position as having responsibility for the daily oversight of
the running of the district, many superintendents in larger districts assign other staff
members within the district office to perform the functions required (Björk et al., 2018).
As a school leader, visionary, and caretaker of the community, superintendents have the
unique ability to move the district forward with the school district board of education’s
support.
Although superintendents hold the power and responsibility to educate students,
they must do so under the direction of a school board, whose members may or may not
have a background in education. This highly political relationship is critical to ensuring
the success of students throughout the school district. The relationship built between the
superintendent and board of education is imperative to superintendents’ overall success in
their role (Petersen & Short, 2001; Rueter, 2009). As communicators, they are often
called upon to relay or explain the community’s intricate needs to the school board.
Bridges et al. (2019) said, “Influencer superintendents can increase board effectiveness,
public confidence, and expectations for effective democratic governance by building trust
and better school board practices” (p. 35). To be effective, superintendents may use
influence to communicate needs policies and achieve results. Merrill (1998) purported
that superintendents use influence to establish and expand their following, shoring up
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support for their efforts and initiatives as leaders. As the educational leader for their
school district, they must find ways to continually garner support for high-quality
education that the students in their charge require. Björk et al. (2018) noted that
superintendents must consider and act upon information from reliable sources to make
the best choices for their students and families. This requires superintendents to use
influence strategies with their employees as the new process or educational direction may
be different or difficult for employees to understand.
Female Superintendents
All superintendents face a multitude of challenges that require skill and political
savvy to navigate. Although these qualities can be found and developed in both women
and men, women are notably absent from this executive level position in the United
States. Although women are not as likely to be a superintendent, what sets them apart is
that they are more likely to be transformational leaders (Eagly, Johannesen-Schmidt, &
van Engen, 2003; Rosener, 1990). Though they may more likely be transformational
leaders, women face barriers (such as the “good ole boys club”) that can hinder them
from entering the superintendency (Lemasters & Roach, 2012).
The School Superintendents Association (AASA, 2020) completed a “State of the
Superintendency” study in which they found that only 26.68% of superintendents in the
United States were female. In their study of the “American Superintendent: 2015 MidDecade Update,” the School Superintendents Association (2015) reported the position
had increased in the number of U.S. female superintendents to 27%—a mere 2% increase
from their 2010 report, with 78% of reporting female superintendents categorizing their
job as a position they would, given the choice, select again. Gresham and Sampson
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(2019) discussed the male-dominated position, saying, “Women who seek the job face
overwhelming barriers and exhibit characteristics different from men causing challenges
in obtaining the superintendency” (p. 257). In a primarily male-dominated profession
(Brunner, 2000), female leaders must find ways in which to break barriers to entry.
Female leaders across America have a significant effect on our nation’s economy
(Pounder & Coleman, 2002). Although women are not currently represented equally in
the profession, there are positive characteristics that female superintendents possess that
move districts forward in achieving their goals and objectives. Brunner (2000) expressed
that female superintendents tend to prefer the use of power within a collaborative sense
rather than forcing people to do their will, with communication being one of the most
important characteristics. White et al. (2007) described successful leaders as having
“vision, managerial skill, effective human relations, and political intelligence” (p. 139).
All of these attributes are gender neutral and can be employed by any superintendent.
Gap in the Research
There is a wealth of research that focuses on how the superintendent influences
topics like student achievement based upon leader characteristics and other variables
(Hart & Ogawa, 1987; Plotts & Gutmore, 2014; Simpson, 2013) and their influence on
curriculum and academic achievement (Andero, 2000; Elson, 1904; Hart & Ogawa,
1987) and a wealth of studies on the superintendents’ political influence, including their
influence on boards of education (Petersen & Short, 2001). The research remains silent
on how superintendents use influence strategies (personal, social and structural
motivation, and ability) to achieve extraordinary results.
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The topic of superintendents and their influence is important. Hicklin et al.
(2008) said, “Scholars of public management have consistently found that management
matters, but little research has considered how much management matters or whether the
link between management and performance may be contingent on various factors” (p.
253). By providing literature in the area of influence and achieving results, this study
may provide superintendents with additional ways to produce necessary and critical
results.
Research specific to influence and motivation strategies that female
superintendents use is scarce. Some studies on female superintendents highlight their use
of influence with board members and student outcomes (Bridges et al., 2019; Plotts &
Gutmore, 2014), and other studies describe female superintendents’ influence over
material that students are being taught along with quality instructional practices
(Lemasters & Roach, 2012). Although these studies show that female superintendents do
possess influential charachteristics, Lemasters and Roach (2012) indicated the importance
of further in-depth studies that focus on female superintendents and add women
appropriately into the body of literature. As the research into how women transition into
the superintendency and achieve extraordinary results grows, female candidates in the
position may increase.
There is an apparent gap in the literature regarding influence, superintendents, and
the methods they specifically use to achieve results. The majority of studies discuss the
superintendents’ effect on academic achievement, leaving out strategies on how they
influenced their stakeholders to achieve such results. In their journal article on “The
School Board President’s Perception of the District Superintendent,” Petersen and Short
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(2001) noted, “Further research should recognize and include other sources of influence
when investigating relationships of decision making by boards of education” (p. 563). As
team members working with the board of education, superintendents need strategies that
can lead them to results. By providing insight on the use of influence strategies outlined
by Grenny et al. (2013), this study may help to provide superintendents with additional
methods in which to influence their staff to achieve results, which ultimately supports the
communities that they humbly serve.
Summary
This literature review included two theoretical foundations. The first foundation
was leadership theory, which included laissez-faire leadership, transactional leadership,
and transformational leadership. The second foundation was behavior and motivation
theory, which included Dörner’s five basic human needs theory, McClelland’s human
motivation theory, and self-determination theory. Following the theoretical foundations
was a review of the framework of influence theory that included the variables in this
study of personal motivation, social motivation, structural motivation, personal ability,
social ability, and structural ability. Finally, the study population of superintendents was
addressed along with the gap that exists in the research, which this study seeks to fill.
The following chapters provide pertinent study content. Chapter III describes, in
detail, the methodology that the researcher used in the study to provide readers with an
appropriate explanation of the reasoning and processes used. Chapter IV details the
research, data collection, and findings. Finally, Chapter V calls out statistically relevant
findings, delivers conclusions, and outlines recommendations for further research.
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CHAPTER III: METHODOLOGY
This study was conducted to identify and explore how exemplary female
superintendents who have achieved extraordinary results influence employees through
personal motivation, personal ability, social motivation, social ability, structural
motivation, and structural ability. Chapter I included a description of the theoretical
foundations and framework, a brief background of the study variables, and gaps in the
current research, which led to the purpose statement, research questions, significance,
definitions, and limitations. Chapter II was the review of literature for this study. It
explored and explained the theoretical foundations and framework in depth, while
presenting additional literature to expand upon the sudy variables, which contributed to
the importance of this particular study.
Chapter III describes the methodology used in this phenomenological study to
collect data regarding the lived experiences of exemplary female superintendents who
achieved extraordinary results for their school districts (McMillan & Schumacher, 2010).
This chapter includes the research design, population and sample, instrumentation,
validity and reliability, data collection, and analysis procedures. The chapter concludes
with the limitations of the study and how they were mitigated by the researcher.
Purpose Statement
The purpose of this phenomenological study was to identify and explore how
exemplary female superintendents who have achieved extraordinary results influence
employees through personal motivation, personal ability, social motivation, social ability,
structural motivation, and structural ability.
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Research Questions
Each of the following six research questions were addressed in this study:
1. What personal ability strategies do exemplary female superintendents use to influence
employees?
2. What social ability strategies do exemplary female superintendents use to influence
employees?
3. What structural ability strategies do exemplary female superintendents use to
influence employees?
4. What personal motivation strategies do exemplary female superintendents use to
influence employees?
5. What social motivation strategies do exemplary female superintendents use to
influence employees?
6. What structural motivation strategies do exemplary female superintendents use to
influence employees?
Research Design
The researcher was part of a three-member thematic research team who studied
how exemplary leaders use six sources of influence to achieve extraordinary results.
Each of the thematic team members was supervised by a professor in the Organizational
Leadership doctoral program at Brandman University. Each of the individual thematic
team members studied a different population including principals of National Blue
Ribbon schools and Black women business leaders as well as the female superintendents
of this study. Thematic team members interviewed at least 11 participants from their
specific population. Each of the three studies stands alone although the team collaborated
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on the purpose, research questions, definitions, interview questions, and research design
and also served as interraters by coding each other’s data to ensure validity of coding.
There are two types of overarching study designs: quantitative and qualitative.
Quantitative methods rely on data that that can be captured through numbers or counts
and are usually collected by surveys, polls, or questionnaires (McMillan & Schumacher,
2010; Patton, 2015), and qualitative research is descriptive and nonstatistical. It allows
the researcher to explore an issue with depth and breadth, and data are usually collected
by interviews, observations, and artifacts. This study was conducted to identify and
explore the lived experiences of exemplary female superintendents and the strategies they
use to influence employees to achieve extraordinary results. Therefore, a qualitative
research method was selected by the thematic team to allow for deep exploration and
understanding of the topic.
Qualitative Research Design
McMillan and Schumacher (2010) clarified that qualitative research produces data
that are “in the form of words rather than numbers, and in general, the researcher must
search and explore with a variety of methods until a deep understanding is achieved” (p.
23). They described five qualitative research frameworks that can be used including
critical studies, grounded theory, case study, phenomenology, and ethnography. In
evaluating the purpose and research questions for this study, the purpose and research
questions were most closely aligned with a phenomenological study.
Phenomenological
A phenomenological study is the study of a person’s lived experiences as they
relate to a specific phenomenon (McMillan & Schumacher, 2010; Patton, 2015). This
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study aimed to identify and explore the unique ways in which exemplary female
superintendents influence their employees to achieve extraordinary results. The
researcher gathered information by interviewing the research subjects, which according
to McMillan and Schumacher (2010) is the typical method for collecting information
about the study subjects’ experiences. The thematic team collaborated on open-ended
questions that were designed to elicit detailed responses. According to Creswell and
Guetterman (2019), open-ended questions are appropriate when the objective is for the
participant to provide a wealth of unbiased information on a topic that the researcher is
hoping to discover. The interview questions selected and used are listed in Appendix A.
Population
Population, as described by McMillan and Schumacher (2010), “is a group of
elements or cases, whether individuals, objects, or events, that conform to specific criteria
and to which we intend to generalize the results of the research” (p. 129). The population
for this phenomenological study was current superintendents in California. According to
the California Department of Education 2019 data, there are 1,037 school districts in
California (California Department of Education, n.d.). Each of these school districts is
required to employ a superintendent who is responsible for the instruction of students in
the respective district, oversees district operations and compliance, and works with a
board of elected members. Although a study that includes all superintendents would
yield much data, Roberts (2010) noted that although it is ideal to study the entire
population, that may not be realistic. Therefore, the population was narrowed further to
the target population.
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Target Population
The target population is a smaller group within the larger population to which one
can generalize the findings (McMillan & Schumacher, 2010). For this study, the target
population was female superintendents in the following Southern California counties: Los
Angeles, Orange, and Riverside. These superintendents include unified, elementary, and
high school districts. Through investigating each of the county offices of education
websites, it was found that there are currently 45 female superintendents within the three
counties. There are 10 female superintendents in Orange County, 28 in Los Angeles
County, and seven in Riverside County.
Sample
After identifying the target population as exemplary female superintendents
within Orange, Los Angeles, and Riverside Counties, the population was again narrowed
to a smaller sample. The sample is the group of individuals from the target population
who participated in the study and from whom data were collected (McMillan &
Schumacher, 2010).
Probability sampling can be described as a method of choosing a randomized
sample of the population to select participants for a study (Creswell & Guetterman,
2019). More often used in educational research is nonprobability sampling (McMillan &
Schumacher, 2010). This type of sampling does not consist of selecting a random sample
from the total population but instead takes into consideration the characteristics of the
participants who match the study along with the availability or proximity of participants
to the researcher (Creswell & Guetterman, 2019; McMillan & Schumacher, 2010). For
this study, the researcher used nonprobability sampling to narrow the larger sample to
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research subjects who were localized to three Southern California counties and met the
study characteristics.
Purposive sampling, also known as purposeful sampling, is a type of
nonprobablity sampling used when researchers choose their study subjects by the amount
and/or quality of the information they possess related to the specific research question
(Patton, 2015). The researcher for this study used a purposive sampling method to select
study subjects. This method was chosen because the researcher was looking for ways in
which exemplary female superintendents use influence to achieve extraordinary results.
The sample chosen by the researcher provided depth of information to answer the
research questions.
Convenience sampling is used when researchers choose their research subjects
from those who are accessible and open to participate in the study (Creswell &
Guetterman, 2019). McMillan and Schumacher (2010) described convenience sampling
by saying, “In convenience sampling a group of subjects is selected on the basis of being
accessible or expedient” (p. 137). The 11 exemplary, female superintendents
representing Orange, Los Angeles, and Riverside Counties were chosen to participate in
this study via convenience sampling because of their proximity and availability of the
researcher to access. Figure 1 demonstrates the population, target population, and sample
of the study.
The sample population was delineated to exemplary female superintendents. For
the purposes of the study, the following criteria were used: The subject must be a current
female superintendent who has served as a superintendent for a minimum of 2 years and
achieved an exemplary result such as their district achieved an award or passed a bond.
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All California Superintendents (1,037)
45 Female Superintendents in Orange, Los Angeles,
and Riverside Counties
11 Exemplary Female
Superintendents in
Orange, Los Angeles,
and Riverside Counties

Figure 1. Population, target population, and sample.

To be considered exemplary superintendents, they met at least two of the following
criteria:
• Articles, papers or other written material published, or presented at conferences;
• Recommended by a panel of former superintendents who are knowledgeable about the
style and success of current superintendents;
• Received recognition by a professional organization.
Sample Selection Process
This study consisted of a sample size of 11 exemplary female superintendents in
Orange, Los Angeles, and Riverside Counties. In qualitative research, the quality of
information a researcher receives along with their analysis of the data is more important
than the sheer number of participants (McMillan & Schumacher, 2010). This means that
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researchers conducting a phenomenological study may gain a significant understanding
of their phenomenon through a smaller sample. The thematic team members along with
the dissertation chair and committee member decided that a sample size of at least 10
participants would provide enough rich data to analyze and answer the research
questions.
In selecting the research participants, the researcher reviewed every
superintendent in all three counties and made a list of all of the female superintendents.
Then the researcher reviewed their district website, social media, and other professional
organizational websites to find those that had been in their position for 2 or more years;
had achieved an extraordinary result; had articles, papers, or other written material
published, or presented at conferences; and received an award from a professional
organization. All information was collected in a chart. After the researcher noted the
previously mentioned qualifications, the chart was sent to two university faculty members
who were former superintendents. These former superintendents were knowledgeable
about the style and success of current superintendents and made their recommendations
of superintendents to study. Each of the superintendents was contacted by the researcher
using the contact information provided on their respective websites or through other
contact sources. A sample of the contact e-mail is located in Appendix B.
Instrumentation
The researcher in this study was the primary instrument. Patton (2015) stated that
in qualitative research, the researcher is the instrument. The researcher has 12 years of
experience in the field of education, a master’s degree in Teaching and Learning in a
Global Society, and is a current doctoral candidate. The researcher, along with the
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thematic team members and university research experts with depth of superintendent
experience, developed an in-depth interview instrument that was based on an extensive
review of literature in the area of influence, personal motivation, personal ability, social
motivation, social ability, structural motivation, and structural ability. The interview
questions developed are located in Appendix A.
There are three types of interviews that a researcher can apply: structured
questions with which the participant is given a list of answers to choose from;
semistructured questions that are targeted to a certain point but open ended in nature; and
unstructured questions that allow the researcher to ask questions based on responses
(McMillan & Schumacher, 2010). The researcher used the semistructured questions for
this study. This allowed the researcher to ask open-ended questions that were specifically
directed to the research questions.
Interview Questions
Interviews conducted for qualitative research must be open ended in nature
(Creswell & Guetterman, 2019; McMillan & Schumacher, 2010; Patton, 2015). With this
in mind, and following the procedure outlined by Creswell and Guetterman (2019), the
researcher, along with thematic research team, wrote instrument questions that related to
each of the six sources of influence. In addition to the interview questions, one to two
probes were developed as follow-up questions as needed. These probes were used to
elicit a clearer understanding of the participants’ response(s). The team ensured that the
language used was understandable and applicable. Table 1 shows the alignment of the
interview questions to each of the variables.
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Table 1
Alignment Table
Source of influence

Interview question

Personal motivation
•

1-2

Grenny et al. (2013); Bénabou & Tirole (2002)

Personal ability
•

3-4

Grenny et al. (2013); Ericsson, Krample, & TeschRomer (1993); Nowack (2017); Vaughn (2016)

Social motivation
•

5-6

Grenny et al. (2013); Weiner (2006)

Social ability
•

7-8

Grenny et al. (2013); Kardos, Leidner, Pléh, Soltész, &
Unoka (2017)

Structural motivation
•

9-10

Grenny et al. (2013); Fisher (2015)

Structural ability
•

11-12

Grenny et al. (2013); Blumberg & Pringle (1982)

The team solicited the feedback and guidance of two experts in the field of
qualitative research review to support the team in adjusting interview questions to ensure
their strict alignment with the research questions. The thematic team and research
experts reviewed and modified the interview questions to ensure they were in alignment
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with the research, purpose, and research questions. These experts met the following
conditions:
• Currently employed at Brandman University and conducting research with doctoral
students
• Possess a doctoral degree
• 5 or more years as a chair or committee member for research studies, including
qualitative research
• Have 30 or more years of executive experience in the field of education
McMillan and Schumacher (2010) described three interview methods: “informal
conversational interview, the interview guide approach, and the standard open-ended
interview” (p. 355). For this study, the standardized open-ended interview was chosen.
This method ensures that the researcher asks all participants the exact same questions in
the same way (McMillan & Schumacher, 2010). The phenomenological nature of the
interview allowed for participants to describe their experiences in depth and ultimately
what they meant to the participant.
Field Test
A field test of the interview questions (Appendix A) was performed by the
researcher and each of the members of the thematic team. Although the field-test
interview participants were representative of the sample, their data were not used in the
official study. The field test with the sample participant was performed with the
supervision of an expert observer. The expert observer possesses a doctoral degree and
experience with qualitative research. The observer did not participate in the interview but
gave feedback to the researcher regarding the interview questions, pacing, delivery, body
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language, and neutrality of the interviewer along with other expert advice (Appendix C).
The interview was recorded and transcribed by a program called Temi. At the end of the
field test, the participant was also asked to give feedback about the interview to assess the
clarity, length, and understanding of the interview questions (Appendices A and D).
After all interviews were conducted and analyzed, the thematic research team came
together to discuss the results of the field test and make any necessary adjustments to the
questions or sequence.
Validity
When discussing validity of instruments, Creswell and Guetterman (2019) urged
that the answers that are given to the questions need to directly relate to what is being
asked and align with what the instrument is actually measuring. Roberts (2010)
described validity as “the degree to which your instrument truly measures what it
purports to measure” (p. 151). Ensuring validity of the instrument means collecting data
that align with the study purpose and research questions.
The thematic team developed the interview instrument with professional expertise
from two university professors of organizational leadership who are research experts.
These experts possess over 50 years of combined experience in educational leadership
and have chaired and cochaired numerous dissertations for doctoral candidates through
Brandman University. Following development and content validation by these two
Brandman University professors, the questions were field-tested by the three thematic
students within their unique sample. The interview questions that were developed and
field-tested with the team (Appendix A) were used consistently by each of the thematic
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researchers with their individual study population and provided another method for
validation.
Another method to increase validity is through participant review, which allows
for the participant the opportunity to review the interview transcript for accuracy
(McMillan & Schumacher, 2010). Each transcript was transcribed by the Temi
transcription service. Once the transcript was returned, the researcher reviewed the
recorded interview to check for accuracy of transcription. After accuracy was ensured,
the researcher e-mailed the interview transcript to the participant. Participants were
given a week to review and return the transcript with any additions or corrections.
Reliability
According to Roberts (2010), “Reliability is the degree to which your instrument
consistently measures what it purports to measure” (p. 151). Creswell and Guetterman
(2019) said, “Reliability means that scores from an instrument are stable and consistent”
(p. 158). For reliability to be tested, all members of the thematic team conducted a field
test of the developed instrument.
Internal Reliability
The thematic team consisted of three doctoral candidate team members. In
addition, two university professors who are research experts assisted the team in
developing the interview instrument and coached the thematic team on how to properly
interview participants and eliminate bias. To ensure the reliability of the instrument, the
questions were read to each participant in their entirety in script form. This allowed the
researchers to ensure that each of the participants were asked identical questions. A
field-test interview was conducted by each of the thematic researchers, focusing on their
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individual population. The field test was supervised by an expert observer who has a
doctoral degree and experience in qualitative research. The expert observer and field-test
participant gave feedback at the end of the interview about the questions asked, flow of
the interview, and understanding. Their data were not used in the research study results
but were used to make any needed modifications to the interview questions.
Interrater Reliability
Interrater reliability is important to establish in research. It ensures that the
researcher is coding the data in a manner consistent with what other researchers would
code the data, and lessens the potential entry of bias into the data. McMillan and
Schumacher (2010) described interrater reliability by using the word “agreement.” They
stated that it is “established by determining the extent to which two or more persons
agree about what they have seen, heard or rated” (p. 182). In other words, interrater
reliability ensures that the data are consistently categorized in the same way (Roberts,
2010). To ensure interrater reliability, the researcher had a peer review and code 10% of
the data collected. The peer reviewer coded the data within an 80% or higher similarity
rate.
Data Collection
A phenomenological study requires that the researcher capture the lived
experiences of each of the participants in the study. The lived experiences of exemplary
female superintendents were collected through the interview process and produced rich
qualitative data for the study. The researcher worked with members of a thematic team,
who were also studying influence as it relates to leaders achieving extraordinary results.
The team developed a series of 12 open-ended, comprehensive interview questions along
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with several probes that would be used to elicit additional information from participants
if necessary. The interview questions focused on personal motivation, personal ability,
social motivation, social ability, structural motivation, and structural ability. Through the
question development process, two experts in leadership development supported the team
in the development and refinement of the questions.
Prior to the scheduling of the interviews, the researcher completed the Human
Subjects Research Social-Behavioral-Educational Researchers 1 – Basic course, through
CITI (Appendix E). After the dissertation committee authorized data collection, the
researcher applied to the Brandman University Institutional Review Board (BUIRB) for
approval of this study. Upon approval (Appendix F), study participants were contacted
via e-mail. This e-mail contained information about the study along with an informed
consent form (Appendix G), Zoom recording release (Appendix H), and Brandman
University’s Participant’s Bill of Rights (Appendix I). The following steps were taken:
1. Study participants were chosen through purposive and convenience sampling of
exemplary female superintendents who had served as a superintendent for 2 years in a
district that had achieved extraordinary results and additionally met at least two of the
following criteria:
• Articles, papers, or other written material published or presented at conferences;
• Recommended by a panel of former superintendents who were knowledgeable
about the style and success of current superintendents;
• Received recognition by a professional organization.
2. Potential participants were sent an e-mail with information on the purpose of the study
and request for interview.
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3. After the participant agreed to the study, a mutually agreeable time was decided upon
to conduct the approximately 60-minute interview via Zoom.
4. Prior to the interview, the participant was sent a copy of the interview questions
(Appendix A), an informed consent form (Appendix G), Zoom recording release
(Appendix H), and BUIRB Research Participant’s Bill of Rights (Appendix I). Signed
informed consent forms were returned to the researcher prior to the interview.
5. Interviews were conducted at the agreed upon time. The Zoom recording was stored
on the researcher’s password protected laptop with a second password protected
device used as a backup recording to the interview. Notes that were made during the
interview were stored in a locked cabinet at the researcher’s home for 2 years and then
shredded. The interview voice files were transcribed by the Temi transcription
service, stored on a password protected computer, and deleted after 2 years.
6. Interview transcripts were e-mailed to the participants for their review, and the
participants were given 1 week to return any additional feedback or clarification.
Finally, the researcher reviewed additional data that were collected from
observing artifacts (such as websites, newsletters, and newspaper articles), observing the
superintendents in board meetings, and field notes that were collected during the
interview process that could be used to support the study. The field notes included
nonverbal behaviors and/or accentuated points that were observed during the interview.
These data were used in triangulation, which according to McMillan and Schumacher
(2010), can “increase the credibility of the findings” (p. 331).
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Data Analysis
The data collected for this study were relative to the lived experiences of
exemplary female superintendents. This type of data is best collected through in-depth
interviews and methodically analyzed. Before the data analysis process, the transcript of
the interview was sent to each of the participants through e-mail, and they were given a
period of 1 week to review the transcript for accuracy.
Once the week period had passed or the participant replied to the transcript email, the data analysis process commenced. According to Patton (2015), “The challenge
of qualitative analysis lies in making sense of massive amounts of data” (p. 521).
Creswell and Guetterman (2019) described the following six steps to qualitative data
analysis:
1. Preparing and organizing the data for analysis,
2. Engaging in an initial exploration of the data through the process of coding it,
3. Using the codes to develop a more general picture of the data (descriptions and
themes)
4. Representing the finding through narratives and visuals
5. Interpreting the meaning of the results by reflecting personally on the impact
of the findings and on the literature that might inform the findings
6. Conducting strategies to validate the accuracy of the findings. (p. 237)
McMillan and Schumacher (2010) suggested organizing data that are collected to
support ease of coding. An expert in the area of qualitative research was consulted to
ensure proper coding of the data. The researcher began by carefully reviewing each of
the 11 interview transcripts of the face-to-face interviews individually and highlighted
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themes that were present in each of the 12 questions answered by participants. These
themes were collected and categorized into data codes. McMillan and Schumacher
(2010) described coding as “identifying small pieces of data that stand alone” (p. 370).
The codes presented were pieces of data that answered the purpose statement and
research questions. As the data were sorted through, the codes became clearer and more
pointed, and frequency of codes in any given question was meticulously recorded.
Formal organization and coding of data were carried out using the NVivo software
program. Themes that arose from each of the 12 questions were entered into the program
under the participants’ unidentifiable label. The codes and frequencies for each of the six
research questions were merged. Any theme that had a frequency of < 10 was
eliminated, leaving only themes with a > 10 frequency rate in the study. Ten percent of
the data were coded by another coder who proved to code the data with 80% or higher
interrater reliability.
Limitations
Qualitative studies contain limitations that need to be discussed within the
methodology. Limitations can include elements that can be addressed and others that the
researcher may not control (Roberts, 2010). It is important to lower the risk of these
limitations so that they minimally affect the study. The limitations of this study and the
ways in which the researcher addressed each of the items are as follows:
1. Researcher as instrument: Patton (2015) said that “because the researcher is the
instrument in qualitative inquiry, the credibility of the inquirer is central to the
credibility of the study” (p. 707). The researcher has worked in the field of education
for 12 years. During these years, the researcher worked for three superintendents in

67

different capacities such as elementary response to intervention teacher, preschool
teacher, early learning specialist, and ECE coordinator. To lower the opportunity for
bias in the study, a qualitative expert observed the researcher during the field test and
provided feedback related to any verbal or nonverbal hints of bias. The transcript of
the interview was also shared with each of the participants to allow for their review of
the collected data.
2. Location: The COVID-19 pandemic has affected the United States since late February
2020. Strict social distancing guidelines have been implemented by the Centers for
Disease Control (CDC), federal, state, and local officials including Brandman
University. These requirements include the use of a cloth face covering, banning
unnecessary in-person meetings and unessential business. To adhere to safety
guidelines, the researcher conducted all face-to-face interviews through the Zoom
virtual platform, which allowed for the interview to take place without possible
physical contact. This eliminated in-person observations, as well as interviews, which
provide the best opportunity for noting body language during certain questioning.
3. Time: Because of the level of responsibilities that superintendents have for the district
students, staff, and community, their time is extremely limited. A 60-minute interview
was the most appropriate length for this reason. The depth of the interview responses
was limited by the time constraints.
4. Sample size: Ten exemplary female superintendents were interviewed for this
phenomenological study. Additional interviews would have provided additional data
from which to generalize to the overall population.
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Summary
Chapter III was a review of the methods used in this phenomenological study for
which the purpose was to identify and explore how exemplary female superintendents
who have achieved extraordinary results influence employees through personal
motivation, personal ability, social motivation, social ability, structural motivation, and
structural ability. The chapter began with the purpose and research questions and
carefully addressed research design, population, sample, instrumentation, validity, and
reliability. The chapter concluded with data collection, data analysis, and limitations.
Chapter IV includes a throrough analysis of the data and findings, and Chapter V
concludes the study by addressing the major findings, conclusions, implications for
action, and suggestions for further research.
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CHAPTER IV: RESEARCH, DATA COLLECTION, AND FINDINGS
Overview
Chapter I included an overview of the study, along with background information.
Chapter II provided a review of the literature including leadership, behavior and
motivation theory, and influence. Chapter III detailed the methodology used in this
phenomenological study which outlines the way in which the data were collected.
Chapter IV includes a thorough analysis of the data collected along with the findings of
this study.
Purpose Statement
The purpose of this phenomenological study was to identify and explore how
exemplary female superintendents who have achieved extraordinary results influence
employees through personal motivation, personal ability, social motivation, social ability,
structural motivation, and structural ability.
Research Questions
1. What personal ability strategies do exemplary female superintendents use to influence
employees?
2. What social ability strategies do exemplary female superintendents use to influence
employees?
3. What structural ability strategies do exemplary female superintendents use to
influence employees?
4. What personal motivation strategies do exemplary female superintendents use to
influence employees?
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5. What social motivation strategies do exemplary female superintendents use to
influence employees?
6. What structural motivation strategies do exemplary female superintendents use to
influence employees?
Research Methods and Data Collection Procedures
In this phenomenological study the researcher conducted 11 interviews with
current female superintendents who met all of the sample criteria. Interviews were
conducted through Zoom and followed the interview protocol developed by the thematic
team under faculty supervision (Appendix A). In addition to the 11 interviews, each
participant had two additional data sources which came from either observations and/or
artifacts. These additional items allowed the researcher to triangulate the data that were
collected.
Twelve semistructured research questions were asked of each of the participants
with two questions per source of influence. Each interview lasted approximately 60
minutes. Twenty artifacts were collected, including information from the school district
web page, LCAP documents, and communications to staff. In addition, eight
observations were conducted. The superintendent observations took place during a
regular school board meeting. All data from interviews, artifacts, and observations were
coded into themes and provided frequency counts to determine findings.
Population
Population, as described by McMillan and Schumacher (2010), “is a group of
elements or cases, whether individuals, objects, or events, that conform to specific criteria
and to which we intend to generalize the results of the research” (p. 129). The population
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of this study was all superintendents in the state of California. According to the
California Department of Education, in 2019 there 1,037 school districts, and each
requires a superintendent. From this population, the study was narrowed to a target
population of female superintendents serving in one of the following counties: Orange,
Los Angeles, and Riverside. As of 2020, 45 females were currently serving as a
superintendent in one of the three counties.
Sample
For this study, a sample group of superintendents was gathered who meet the
following conditions: Current female superintendents who have served at their district for
three or more years and have produced an extraordinary result, such as passing a bond or
winning an award for their district. In addition, each female superintendent must meet
two of the three following criteria:
• Articles, papers or other written material published or presented at conferences;
• Recommended by a panel of former superintendents who are knowledgeable about the
style and success of current superintendents;
• Received recognition by a professional organization.
Three superintendents met all three qualifications and eight superintendents met two of
the three qualifications. Each of the participants was contacted through their district email in an attempt to garner interest in an interview.
Demographic Data
All 11 study participants met the study sample criteria. Table 2 describes the
demographic information of each of the participants. Anonymity was ensured by
assigning each superintendent with a participant number.
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Table 2
Study Participant Demographic Information

Study
participant
1
2
3
4
5
6
7
8
9
10
11

Gender

California
county

Years as
superintendent
in current
district

Female
Female
Female
Female
Female
Female
Female
Female
Female
Female
Female

Los Angeles
Los Angeles
Los Angeles
Orange
Riverside
Los Angeles
Los Angeles
Orange
Orange
Riverside
Los Angeles

11
3
7
5
4
6
8
5
7
4
8

Earned a Elementary, high
terminal
school, or
degree
unified district
No
Yes
Yes
No
Yes
Yes
Yes
Yes
Yes
Yes
Yes

Elementary
Elementary
Unified
Elementary
Unified
Unified
Unified
Elementary
Unified
Unified
Elementary

Three of the study superintendents currently lead districts in Orange County, two
superintendents lead districts in Riverside County, and six superintendents lead districts
in Los Angeles County, California. All 11 superintendents meet or exceed the 3-year
minimum number of years as a superintendent in their county with a mean of 6.2 years.
Nine superintendents have achieved a terminal degree. Six superintendents serve in
unified school districts, and five serve at elementary school districts.
Table 3 describes the exemplary criteria that each of the female superintendents
who participated in the study must meet. All participants met the qualification of having
produced at least one extraordinary result in their district. Participants were further
narrowed by requiring that they meet at least two out of the three additional criteria.
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Table 3
Exemplary Criteria: Female Superintendents

Study
participant

Produced an
extraordinary
result in their
district

Articles, papers, or
other written
Recommendation
material published or
of retired
presented at
superintendents’
conferences
panel

1
2
3
4
5
6
7
8
9
10


















11

















Recognized
by a
professional
organization












All participants met the criteria of producing an extraordinary result. Five of the
female superintendents were women of color. Three superintendents met all three of the
additional criteria, and eight superintendents met two of the additional three criteria. Ten
superintendents had articles, papers or other written material published or presented at
conferences. Four superintendents were recommended by a panel of retired
superintendents. All 11 participants have been recognized by a professional organization.
Presentation and Analysis of Data
All data analysis was conducted using the data gathered through interviews,
observations and artifacts related to each superintendent. A minimum of two artifacts or
observations were collected to triangulate findings.
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Data Analysis
Each of the 11 interviews was transcribed, reviewed by the study participant, and
uploaded into the NVivo data analysis software program. Each interview was reviewed,
and themes were determined. After the themes were formed, the data were analyzed and
coded into the appropriate theme. In addition to interview transcripts, artifacts and
observation notes were uploaded into NVivo and coded into the appropriate themes.
From the data codes, there emerged frequencies that demonstrate how female
superintendents use each of the six sources of influence to achieve extraordinary results.
Reliability
Artifacts and observations were collected and coded into the themes to provide
triangulation of the data for greater reliability. Additionally, interrater reliability was
another strategy used to enhance reliability. This is described by McMillan and
Schumacher (2010) as “determining the extent to which two or more persons agree about
what they have seen, heard or rated” (p. 182). A peer researcher on the thematic team
coded 10% of the interview data. It was concluded that the principal researcher and peer
researcher met the 80% reliability rate by achieving 81% agreement.
Results
Themes that produced 10 or more frequency codes were included in the results.
Results are reported in the order of the questions asked in the interview protocol
(Appendix A). Frequency counts for each theme are reported in tables from transcribed
interviews, collected artifacts and observations made at school board meetings. Figure 2
illustrates the frequency percentages for each of the six sources of influence.
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MOTIVATION AND ABILITY FREQUENCIES

Structural Ability,
16.50%
Personal Motivation,
21%
Structural
Motivation, 10.80%
Personal Ability, 14%
Social Ability, 9.80%

Social Motivation,
27.50%

Figure 2. Motivation and ability frequencies.

Personal Motivation
The thematic team developed the following definition of personal motivation
based upon the work of Grenny et al. (2013) and Bénabou and Tirole (2002): the deeply
embedded desire to engage in meaningful and pleasurable work created with direct
experiences in an environment in which one can choose to be optimistic about progress.
The interview protocol (Appendix A) created by the thematic team and faculty contained
two interview questions that were asked to all participants about personal motivation.
The two questions relate directly to the fourth research question: What personal
motivation strategies do exemplary female superintendents use to influence employees?
Six themes were discovered under the personal motivation category, with a frequency
count of 133. Figure 3 shows the themes along with the frequency count for each of the
themes.
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Personal Motivation Themes
45
40
35
30
25
20
15
10
5

0

Recognizing, Creating a
appreciating culture of
and
collaboration
celebrating and team
meaningful
work
work

Making
Eliminating Showing
Giving
meaningful barriers and respect for employees
connections providing the work they autonomy
and building
support
do
relationships

Figure 3. Themes for personal motivation.

The highest number of frequencies under personal motivation came from the
theme of recognizing, appreciating, and celebrating meaningful work, which yielded 42
frequencies. The next theme of creating a culture of collaboration and teamwork yielded
36 frequencies followed by meaningful connections and building relationships which
produced 20 frequencies. Next, eliminating barriers and providing support yielded 13
frequencies, showing respect for the work they do produced 12 frequencies, and finally,
giving employees autonomy yielded 10 frequencies. Table 4 demonstrates the personal
motivation themes by source and frequency of the source.
Recognizing, appreciating, and celebrating meaningful work. Skinner’s
operant theory argues that human behavior is driven by rewards (Ryan & Deci, 2000a).
Recognizing, appreciating, and celebrating meaningful work produced the highest
frequency count under personal motivation. This strategy was seen in eight interviews,
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Table 4
Personal Motivation Themes

Theme

Interview
sources/
frequency

Observation
sources/
frequency

Artifact
sources/
frequency

Total
sources

Total
frequencies

Recognizing,
appreciating, and
celebrating
meaningful work

8/23

6/6

8/13

22

42

Creating a culture of
collaboration and
team work

8/25

4/4

7/7

19

36

Making meaningful
connections and
building
relationships

8/19

0/0

1/1

9

20

Eliminating barriers
and providing
support

4/12

0/0

1/1

5

13

Showing respect for
the work they do

4/7

0/0

5/5

9

12

Giving employees
autonomy

4/10

0/0

0/0

4

10

six observations, eight artifacts and yielded an overall frequency count of 42. When
describing this strategy in an interview, one superintendent said the following:
I like when my staff feel connected to the district, so I do things like I do a weekly
Monday memo, and it’s just a one-page commitment that I do for my staff. And
in that, if I see good things, I will put it in there. I’ll do a little shout outs for
people. I like to promote that idea of people doing good. And so I get e-mails
from people who will say, hey, [Superintendent Name Redacted], I thought you’d
want to know that so and so did a great job doing this and that. So one, people
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like to get the little shout out in the little Monday memo that I do. And two, is if I
hear somebody gives me a compliment about somebody else, I will always write a
note to that person and say, hey, I was talking to so-and-so and they were talking
about you. Here’s what they said. Cause I don’t think we, as human beings get to
hear compliments or things that other people say about us.
Another example of this strategy can be seen in a communication that was submitted by a
superintendent in which they said:
I again wish to highlight the incredible work of our staff: Our teachers continue to
maintain a high level of communication with our parents and they continue to
demonstrate flexibility and innovation in their efforts to teach students remotely
and in person. Our classified staff continue to support our efforts to ensure safe
conditions, to serve our community, to procure goods needed for serving our
students and to provide excellent customer service to our own staff and to our
community and parents. Our management team continues to lead through
challenging times, working hard to support our staff by collaborating,
communicating and being available. Never has the idea of servant leadership
been more evident than here in the [Redacted] School District.
Creating a culture of collaboration and teamwork. Creating a culture of
collaboration and teamwork produced the second highest frequency count under personal
motivation. This strategy was seen in eight interviews, four observations, seven artifacts
and yielded an overall frequency count of 36. When describing this strategy in an
interview, one superintendent said the following about how she models working
collaboratively with others:
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It really starts by developing a team and the concept of a team. At my level with
administrators, or at the top level with the board of education. Unless that
concept of team and teamwork and collaboration are reinforced and demonstrated
by every segment of the organization, it’s just not going to happen. And so one of
my objectives, especially now with a board that is fairly new, is to have a board
workshop about communication and collaboration and allowing them to get
together and communicate goals and communication styles and preferences so
that they learn how to work together as a team.
Another example of this strategy was also demonstrated by a superintendent at their
Board of Education meeting. The superintendent was presenting on teaching and
learning and invited two of her assistant superintendents to participate in the presentation.
Making meaningful connections and building relationships. Making
meaningful connections and building relationships produce the third highest frequency
count under personal motivation. This strategy was seen in eight interviews and one
artifact, and yielded an overall frequency count of 20. When describing this strategy in
an interview, one superintendent said the following:
Well, you know, engaging with people and forging meaningful connections
through relationships is probably at the core of my leadership. So I really feel that
you’ve got to get to know people personally, so you have to spend time getting to
know them personally and understanding, you know, their background, where
they’re coming from what their goals are, but not just so much that, but more
about, you know, if you make a personal connection like about their family, about
where they live, about how they got to where they are. And I truly feel if you
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show a personal interest in people, I think that when you form that connection,
then people will want to work with you.
One artifact from a superintendent showed their district’s motto of “Where Relationships
Matter.”
Eliminating barriers and providing support. Eliminating barriers and
providing support produced the fourth highest frequency count under personal
motivation. This strategy was seen in four interviews, one artifact and yielded an overall
frequency count of 13. When describing this strategy in an interview, one superintendent
said the following:
We have informal networks because it is expected that if someone is having
difficulty that they be provided the support that they need. And it would be unfair
to just say, well, you’re not performing well. And so we had . . . an office
manager actually, who was really not doing well in one aspect of her job. And so
I asked another person who had been an office manager to mentor her and just
work with her. And then, because her direct supervisor who is a principal did not
know how to do the job that she was being asked to do. So I knew she wasn’t
doing it well, he wasn’t able to support her. So she needed to be connected with a
peer mentor. So that’s something that we try to do throughout the organization.
In one district LCAP (Local Control Accountability Plan), leadership included the
support measures that the district would commit to providing to teachers in middle
schools to meet the needs of their students.
Showing respect for the work they do. Showing respect for the work they do
produced the second lowest frequency count under personal motivation. This strategy
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was seen in four interviews, five artifacts and yielded an overall frequency count of 12.
When describing this strategy in an interview, one superintendent said the following:
So reminding people of how they fit into our district goals and the impact that
they make on our kids, even indirectly, you’re the guy who mows the lawns, but
it’s important. Kids need to come to a school that is well manicured. That looks
beautiful. That they’re proud to be at. So you have an important role. And so in
the messaging, we said, we really like to reinforce it and really include our
classified staff who sometimes feel like they’re not as important as the teachers,
even though they’re such important supports.
Giving employees autonomy. Giving employees autonomy produced the lowest
frequency count under personal motivation. This strategy was seen in four interviews
and yielded an overall frequency count of 10. When describing this strategy in an
interview, one superintendent said the following:
So, uh, currently we have a principal that we have charged with redesigning one
of our schools, and that’s a huge task to say the least and the determination and
the unwillingness to quit. Because it hasn’t been without bumps and bruises.
And of course, you know, COVID-19 has very much disrupted what the trajectory
was for that. I think what has motivated them is one we’ve allowed the person to
be unbridled. We said, you know, this is, these are the resources that are available
to you. So we, we had some external resources that we gave the person asked
access to. But then we also, you know, said, don’t, don’t be afraid to dream.
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Personal Ability
The thematic team developed the following definition of personal ability based
upon the work of Grenny et al. (2013), Ericsson et al. (1993), Nowack (2017), and
Vaughn (2016): learning and practicing new skills while receiving frequent feedback to
achieve results. The interview protocol (Appendix A) created by the thematic team and
faculty contained two interview questions that were asked to all participants about
personal motivation. The two questions relate directly to the first research question:
What personal ability strategies do exemplary female superintendents use to influence
employees? Four themes were discovered under the personal motivation category, with a
frequency count of 89. Figure 4 shows the themes along with the frequency count for
each of the themes.
Personal Ability Themes
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Figure 4. Themes for personal ability.

The highest number of frequencies under personal ability came from the theme of
building capacity through professional learning opportunities, which yielded 31

83

frequencies. The next theme of providing targeted feedback yielded 25 frequencies, then
providing coaching to improve skills at 19 frequencies, and finally, giving opportunities
to collaborate, practice, and reflect with colleagues at 14 frequencies. Table 5
demonstrates the personal ability themes by source and frequency of the source.

Table 5
Personal Ability Themes
Interview
sources/
frequency

Observation
sources/
frequency

Artifact
sources/
frequency

Total
sources

Total
frequencies

Building capacity
through
professional
learning
opportunities

11/25

0/0

5/6

16

31

Providing targeted
feedback

10/25

0/0

0/0

10

25

Providing coaching
to improve skills

7/16

0/0

3/3

10

19

Giving opportunities
to collaborate,
practice, and
reflect with
colleagues

6/12

0/0

2/2

8

14

Theme

Building capacity through professional learning opportunities. Building
capacity through professional learning opportunities produced the highest frequency
count under personal ability. This strategy was seen in 11 interviews and five artifacts
and yielded an overall frequency count of 31. When describing this strategy in an
interview, one superintendent said the following:
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We have a professional development calendar. We have co-planning, coteaching, we have demo lessons. There is so much in the unlimited stipend. So
you could go 200 hours a year and for extra pay. So they avail themselves. And
then we have a program called super week, which is a week of training and you
can pick, it’s like a little menu you can pick.
Another example of this strategy can be seen in a communication that was submitted by a
superintendent. The communication piece addressed the current learning curve for
teachers in moving to digital instruction. They created a “TechFest Training Day” which
allowed one hundred teachers to be trained in technology.
Providing targeted feedback. Grenny et al. (2013) described ability and used
“deliberate practice” (p. 121) from Anders Ericsson’s research and added “clear
feedback” (p. 129) as an imperative. Providing targeted feedback produced the second
highest frequency count under personal ability. This strategy was seen in 10 interviews
and yielded an overall frequency count of 25. When describing this strategy in an
interview, one superintendent said the following:
I am giving feedback to our principals. And so for them in particular . . . we want
our teachers to receive direct and specific feedback, when they’re learning
something new in the classroom. And so we model that. We’ll show videos or
we’ll do demonstrations, and then we’ll have principals’ practice with each other
and role play so that they’re actually working on giving feedback to recognize a
new skill, not shut it down if the person’s not using it effectively. And so when I
talked about that embedded kinds of learning and practice, that’s one of the pieces
of it has been, to make sure, and I’m talking now from the principal lens in
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particular. I want to make sure that they understand how to give appropriate
feedback as new skills are being tried so that they can coach and support that
teacher to the next level.
Providing coaching to improve skills. Providing coaching to improve skills
produced the second lowest frequency count under personal ability. This strategy was
seen in seven interviews and three artifacts and yielded an overall frequency count of 19.
When describing this strategy in an interview, one superintendent said the following:
And I would say to the principal, how are you going to coach the teacher? And
I’d role play with the principal about how we’re going to coach that teacher on the
things where they made the mark and where the things they missed the mark.
And then as we continue to refine our skills, then right there in the classroom, I
would coach the principal right there. So I would turn my body away from the
teacher to talk to the principal. And then the principal would be able to walk over
to the teacher and we call it in the moment coaching so that I would then leave.
The principal stays in there, the principal coaches, the teacher right then, and then
comes back out and shares with me what they’ve done. So, and it’s not
disciplinary at all its coaching in terms of, and then depending I do have, because
I am in classrooms that I am in, in schools a lot.
Another example of this strategy can be seen in a communication that was submitted by a
superintendent. This superintendent has implemented a program called “Coaching
Tuesday” in which leadership team members go out to coach Principals in their work.
Here is what she had to say: “I wish to remind you about Coaching Tuesday. This is an
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opportunity for our Cabinet and District Office leaders to visit schools and provide
another set of eyes and ears to see and listen to both your concerns and celebrations.”
Giving opportunities to collaborate, practice, and reflect with colleagues.
Giving opportunities to collaborate, practice, and reflect with colleagues produced the
lowest frequency count under personal ability. This strategy was seen in six interviews
and two artifacts and yielded an overall frequency count of 14. When describing this
strategy in an interview, one superintendent said the following:
We’ve paired our Headstart pre-school teachers with our K2 teachers. It gave our
Headstart preschool teachers that sense of professionalism. They were working
right along with our K2 teachers. They were part of the team there that they got
the same kind of professional development. They worked together, they plan
together, they delivered the summer lessons together, and those preschool
teachers shined because they were, you know, they were given this sense of
opportunity to do that.
Another example of this strategy can be seen in the LCAP document from a
superintendent. The document specifically pointed to the districts commitment to use
physical education teachers to allow for grade level staff to have time to plan and
collaborate.
Social Motivation
The thematic team developed the following definition of social motivation based
upon the work of Grenny et al. (2013) and Weiner (2006): the deeply held desire to be
accepted, respected, and connected to humans. The interview protocol (Appendix A)
created by the thematic team and faculty contained two interview questions that were
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asked to all participants about social motivation. The two questions relate directly to the
fifth research question: What social motivation strategies do exemplary female
superintendents use to influence employees? Seven themes were discovered under the
personal motivation category, with a frequency count of 173. Figure 5 shows the themes
along with the frequency count for each of the themes.

Social Motivation Themes
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Figure 5. Themes for social motivation.

The highest number of frequencies under social motivation came from the theme
of knowing, caring for, and valuing employees, which yielded 36 frequencies. The next
theme of building strong connections and relationships yielded 29 frequencies, then
developing a culture of mutual respect at 26 frequencies, connecting their work to the
larger purpose at 24 frequencies, seeking input from those doing the work at 24
frequencies, fostering positive team connections and dynamic at 18 frequencies and
finally, quickly addressing issues and assisting in resolution at 16 frequencies. Table 6
demonstrates the social motivation themes by source and frequency of the source.
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Table 6
Social Motivation Themes
Interview
sources/
frequency

Observation
sources/
frequency

Artifact
sources/
frequency

Total
sources

Total
frequencies

Knowing, caring
for, and valuing
employees

10/31

1/1

4/4

15

36

Building strong
connections and
relationships

9/27

0/0

2/2

11

29

Developing a
culture of mutual
respect

10/23

2/2

1/1

13

26

Connecting their
work to the larger
purpose

10/23

1/1

0/0

11

24

Seeking input from
those doing the
work

5/20

1/1

3/3

9

24

Fostering positive
team connections
and dynamic

6/15

1/1

1/2

8

18

Quickly addressing
issues and
assisting in
resolution

9/16

0/0

0/0

9

16

Theme

Knowing, caring for, and valuing employees. Rao (2017) showed different
engagement techniques to motivate employees, which include “ensur[ing] that every
employee feels heard, valued, and appreciated for their achievements” (p. 129).
Knowing, caring for, and valuing employees produced the highest frequency count under
social motivation. This strategy was seen in 10 interviews, one observation and four
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artifacts and yielded an overall frequency count of 36. When describing this strategy in
an interview, one superintendent said the following:
I just think greeting people every day and being happy and positive is really
important. I remember the first superintendent I interviewed, so when I was
going into a program to get an administrative credential a long time ago I
interviewed my superintendent and he was someone who had been a custodian
and then an instructional assistant and so on as teachers, so on and so forth,
worked his way of it. In like almost every department in the district. And he
would start his day by going around the whole building and saying hi to
everybody might be just to literally just, hi how are you doing Cheryl?... Did you
have a good weekend? And just, you know, maybe 10 minutes, 15, but, and then
he’d do it at the end of the day, too. Especially for the people that worked too
late, like I used to. So I, you know, you really need to go home, and it created a
tone of, I know you’re here and I recognize you and I know your name and what
you’re doing is important and also want to take care of you and make sure you get
home to your family. And then of course . . . he had his pulse on the whole
building, because he knew like if someone, their pet died or someone in their
family was ill, he would know about that.
Another example of this strategy can be seen in a communication that was submitted by a
superintendent:
As we work to help our students and families through these continued difficult
times, please remember the importance of self-care as well. Please call upon your
[District Name Redacted] supervisors, colleagues and friends for support as well
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as the health and mental health resources available to all staff if needed now or
anytime in the future.
Building strong connections and relationships. Building strong connections and
relationships produced the second highest frequency count under social motivation. This
strategy was seen in nine interviews and two artifacts and yielded an overall frequency
count of 29. When describing this strategy in an interview, one superintendent said the
following:
Every time you meet with people check in, and it might be something silly like
this morning I asked, what’s your Valentine wish this year, to people. Another
thing is, tell us what your favorite song was in high school. And so that, that is
having some kind of check-in, but also you’re checking in about how are you
feeling? Do you have any time constraints, and you know, some funny check-in
that you have. What are the what rumors are you’re hearing, or what’s the
elephant in the room and, you know, what do you need to get off your chest right
now? So if you kind of have these, these check-ins and you do it regularly, you
have to manage it because it can take up a whole lot of time, but we have this
formalized process and we have fun with it. It doesn’t seem that formal anymore,
but that helps us get to know each other. And, so I think that that’s a strategy is a
interest based checking process.
Another example of this strategy was demonstrated through a communication that a
superintendent sent to her staff to connect with them about feelings that their school and
community were experiencing about recent events:
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Amidst our stress and coping with the impact of the Coronavirus on our country
and community, we are now being challenged with the impact of the death of
George Floyd in Minneapolis just a week ago. No doubt we are all finding it
incomprehensible to reconcile the video of what appears to have transpired with
what we believe about being part of an ordered, just society. When we thought
we couldn’t feel more overwhelmed, we are finding that indeed we can.
Developing a culture of mutual respect. Developing a culture of mutual respect
produced the third highest frequency count under social motivation. This strategy was
seen in 10 interviews, two observations and one artifact and yielded an overall frequency
count of 26. When describing this strategy in an interview, one superintendent said the
following:
I think that’s so big when you treat people as you want them to become, and you
empower them to be in charge of the decision-making, as long as the goal is hit,
why do you care how they get there?
Another example of this strategy was demonstrated by the actions of a superintendent at a
school board meeting. Although the situation the board and superintendent were
discussing was clearly difficult, in all of her replies, the superintendent remained calm
and selected her words very carefully which assisted in maintaining and presented a
model of respect for parents along with board members.
Connecting their work to the larger purpose. Connecting their work to the
larger purpose produced the fourth highest frequency count under social motivation. This
strategy was seen in 10 interviews and one observation and yielded an overall frequency
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count of 24. When describing this strategy in an interview, one superintendent said the
following:
I think in any organization, especially a public school district, it’s important that
they have the goals in terms of the strategic plan goals in mind, whatever they are
doing in whether it’s with our certificated teachers or with our classified
members. It’s very important to have strategic plan goals that can unite the
district commonly in regards to the information that we’re striving for. So for
example, in our district, we simply have five goals and one of the five goals is
academic achievement for all students, regardless of whether we’re doing it
through the virtual Academy currently or in person. But it’s important that the
employees, regardless of, again, as I mentioned earlier, regardless of whether
they’re certificated or classified members, it’s important that they know the goals
of our district.
Another example of this strategy was demonstrated through the actions of a
superintendent during a board meeting. The board was deciding whether or not to close a
number of their schools because of low enrollment. As the conversation progressed the
board members were moving away from the goal. The superintendent brought the board
back together by discussing the importance of what they were doing and why they were
doing it, and was successful in getting the board to make the decision that would move
them forward.
Seeking input from those doing the work. Seeking input from those doing the
work produced the third lowest frequency count under social motivation. This strategy
was seen in five interviews and one observation, and yielded an overall frequency count
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of 24. When describing this strategy in an interview, one superintendent said the
following:
I think I mentioned this before, but briefly just, making sure that people have
input on decisions, which impact their work. And sometimes because I don’t do
other people’s work, I don’t know what impact my decisions will have until
someone brings it to my attention. And sometimes employees don’t feel
empowered to if there aren’t structures set in place where employees know that
they can without, criticism or risk, be able to say, you know, I don’t think this is a
good decision because of blah, blah or the impact of this decision on our work or
the consequences if your decision are fill in the blank. So I think getting input
ahead of time is important.
Another example of this strategy was demonstrated through a communication sent out by
the superintendent to district stakeholders which included the following message:
We take seriously our commitment to our students and community. Every year,
all students, parents and employees are invited to provide their feedback by
completing an annual survey. The survey results, combined with other data on
our progress toward each of our goals, will be distributed to all stakeholders in an
annual district progress report each fall.
Fostering positive team connections and dynamics. Fostering positive team
connections and dynamics produced the second lowest frequency count under social
motivation. This strategy was seen in six interviews, one observation and one artifact and
yielded an overall frequency count of 18. When describing this strategy in an interview,
one superintendent said the following:
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Teamwork is critical. So again, we’re a competitive district and my schools are
Uber competitive the principals are competitive. And it competitive in a good
way. And what I mean by that is that they have their unique identity and so you
know when there’s a process or a project that’s going to happen. It’s like team
whatever whomever is going to do that work. There’s a lot of benefit from taking
all the positive effects of the concept of team and applying that to your everyday
work. So I think that our teachers and our staff really do operate in that concept.
Our grounds team. They’re a team. Our maintenance team they’re a team like
everybody’s very committed to having their department or their school shine,
because there’s a lot of connection between the members. We have very cohesive
groups.
Another example of this strategy was demonstrated through a communication that a
superintendent sent to her leadership team:
I realize that everyone is handling the current situation in different ways, and you
may have feelings you have never experienced. Whatever you’re feeling, know
that you are not alone. We, your Cabinet, or a Leadership Team buddy, are just a
phone call or text away. I have been impressed with your collective problemsolving. Don’t hesitate to reach out if you just need to vent or run a thought by
one of us. I urge you to find ways to distress and practices your MSC leadership:
Mindfulness—Take time to distress so you can focus and be aware of what is
happening. Selflessness—Continue to be of service, you are providing a legacy
for the organization. Compassion—Connect on a human level and be honest with
your feedback. Above all, be COURAGEOUS!
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Quickly addressing issues and assisting in resolution. Quickly addressing
issues and assisting in resolution produced the lowest frequency count under social
motivation. This strategy was seen in nine interviews and yielded an overall frequency
count of 16. When describing this strategy in an interview, one superintendent said the
following:
We have to sit people down and talk and not just not me talking. Them, talking,
creating that space, them talking and listening, and then getting the right people in
the room around the table. Oftentimes there’s is a missed understanding in the
messaging, more often than not it’s not intentional, but it is important that we
address it because people need to understand that words can be very harmful.
That actions and behaviors, rolling your eyes, sucking your lips, that can be very
harmful. You know, different comments or body language between the genders
are, can be very harmful. And as it pertains to children, what you perceive as
being cute or funny can be very harmful to a child because you don’t know their
situation. So we don’t make jokes, or take light of their situation because we just
don’t know. So we take that process. People know if there’s a complaint that that
complaint is going to be fully investigated and it’s not going to go unaddressed.
Social Ability
The thematic team developed the following definition of social ability based upon
the work of Grenny et al. (2013) and Kardos et al. (2017): the capacity to enlist the power
of human interactions and group solidarity to provide support for taking risks and
creating change. The interview protocol (Appendix A) created by the thematic team and
faculty contained two interview questions that were asked to all participants about social
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ability. The two questions relate directly to the second research question: What social
ability strategies do exemplary female superintendents use to influence employees?
Three themes were discovered under the social ability category, with a frequency count
of 62. Figure 6 shows the themes along with the frequency count for each of the themes.
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Figure 6. Themes for social ability.

The highest number of frequencies under social ability came from the theme of
providing resources and support, which yielded 25 frequencies. The next theme of being
supportive of risk taking yielded 19 frequencies, and finally, setting clear expectations at
18 frequencies. Table 7 demonstrates the political motivation themes by source and
frequency of the source.
Providing resources and support. Grenny et al. (2013) described a leader who
has good social ability by saying, “They are quick to consider what help, authority,
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Table 7
Social Ability Themes

Theme

Interview
sources/
frequency

Observation
sources/
frequency

Artifact
sources/
frequency

Total
sources

Total
frequencies

Providing resources
and support

8/19

2/2

3/4

13

25

Being supportive of
risk taking

9/17

0/0

2/2

11

19

Setting clear
expectations

6/9

4/4

5/5

15

18

consent, or cooperation individuals may need when facing risky or daunting new
behaviors” (p. 215). Providing resources and support produced the highest frequency
count under social ability. This strategy was seen in eight interviews, two observations
and three artifacts and yielded an overall frequency count of 25. When describing this
strategy in an interview, one superintendent said the following:
I think an example of this is the work that we’ve done around our A through G
rates. Our rates of A through G completion for the first time in our history, we’re
above, state and county average, we’ve just done an exceptional job in improving
in this area. And the reason that has happened, is because we created a team
around the work. Before it was each school left to figure it out for themselves.
And often the scape goat was our school counselors. And so they had become
very much in a space where they had felt disenfranchised and not valued. You
know, and so we invested in them. And we recognized, you know, when we talk
about this work we talk about, is it a systems issue or is it a person issue? And for
us, this was a system issue and it’s not just A through G. It’s a lot of other things
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too, but there wasn’t a system to support the work. And so people were doing the
best with what they had. And so when, when there was an acknowledgement that
we’re not supporting the people and we’re going to rally around this, we’re going
to elevate the work that you do. And we, we, hired, a director, uh, and you know,
people often look at, you know, well why do you add management positions? But
when it became known that this person’s role was not only to build the system,
but to be an advocate and to give voice to the work of those that are leading the
work, that’s where we just began to have a tremendous amount of influence. . . .
And it came about such that we have some really good results because of it.
One superintendent’s LCAP document showed how they were supporting teachers during
the COVID-19 pandemic. They highlighted that they would be providing each of their
teachers with their own “cell phones” to be able to contact families as needed.
Being supportive of risk taking. Being supportive of risk taking produced the
second highest frequency count under social ability. This strategy was seen in nine
interviews and two artifacts and yielded an overall frequency count of 19. When
describing this strategy in an interview, one superintendent said the following:
I think this is one that’s often hard for leaders because we want people to take
risks. And when they take a risk and it doesn’t work out, we say, why did you do
that? So I think you have to really model that as well. And you have to be clear
about the objective. And I don’t always do that as well as I’d like, because, we
are all very comfortable with the status quo. And so I think, I really do try to
encourage our team to take risks and know that, you know, I joke with them all
the time. We didn’t write that in cement. It was just something we tried and
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didn’t work, and now we’re going to get on another path. And so I think when
things don’t work, the main thing that you can do to create changes is validate that
it didn’t work and allow that next iteration of whatever’s going to happen to
happen.
Another example of this strategy can be seen in a communication that was submitted by a
superintendent. In her virtual kick off meeting to start the 2020-2021 school year, she
made the following comments, “Be Courageous! People with grit are not afraid to start
something new, stick with it, and gain something from it regardless of success or failure.
Courage is not the absence of fear, but the triumph over it.”
Setting clear expectations. Setting clear expectations produced the lowest
frequency count under social ability. This strategy was seen in six interviews, four
observations and five artifacts and yielded an overall frequency count of 18. When
describing this strategy in an interview, one superintendent said the following: “I think
that the key is about setting clear expectations about what we want for the organization,
and revisiting those all the time.” Another example of this strategy can be seen in the
district beliefs that a superintendent leads her district with:
We believe higher expectations result in higher achievement. We believe in
treating everyone with respect. We believe every person has unique strengths.
We believe that public education is an essential part of our democratic society.
We believe that everyone in the [redacted] community shares in the responsibility
of, and benefits from, educating our children. We believe in personal
responsibility and accountability. We believe children have the right to live and
learn in a safe and secure community. We believe all children can learn. We
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believe all children have the right to a quality education in an environment free of
racism and any other form of discrimination. We believe that open and honest
communication builds trusting relationships with all members of our community.
Structural Motivation
The thematic team developed the following definition of structural motivation
based upon the work of Grenny et al. (2013) and Fisher (2015): rewards, punishment, or
incentives that can be used to encourage or discourage a person’s behavior. The
interview protocol (Appendix A) created by the thematic team and faculty contained two
interview questions that were asked to all participants about structural motivation. The
two questions relate directly to the sixth research question: What structural motivation
strategies do exemplary female superintendents use to influence employees? Four
themes were discovered under the structural motivation category, with a frequency count
of 68. Figure 7 shows the themes along with the frequency count for each of the themes.

Structural Motivation Themes
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Figure 7. Themes for structural motivation.
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Table 8
Structural Motivation Themes

Theme

Interview
sources/
frequency

Observation
sources/
frequency

Artifact
sources/
frequency

Total
sources

Total
frequencies

Recognizing and
celebrating their
successes

10/25

2/2

4/5

16

32

Leveraging their
intrinsic
motivation

8/15

0/0

0/0

8

15

Addressing
undesirable
behavior

5/11

0/0

0/0

5

11

Sending notes and
gifts of
appreciation

6/6

0/0

1/1

7

10

Recognizing and celebrating their successes. Recognizing and celebrating their
successes produced the highest frequency count under structural motivation. This
strategy was seen in 10 interviews, two observations and four artifacts and yielded an
overall frequency count of 32. When describing this strategy in an interview, one
superintendent said the following:
So that’s very encouraging when we have teacher appreciation or classified
employee appreciation. While I have 2000 employees, I make sure that myself
and every one of my assistant sups sign each certificate for every employee
member. Not run through the machine, not automatically digitally signed, but we
pass around stacks and my expectation is that you sign that.
Another example of this strategy can be seen though a communication from the
superintendent to her team:
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It has been a whirlwind of planning, conversations, e-mails, logistics, videos,
tears, laughs, and more. You are, without a doubt, feeling a variety of emotions.
You may be frustrated, anxious, or down right exhausted. What I hope you are
feeling is great satisfaction that you DID IT! You are providing rigorous
instruction during a pandemic! Personally, I am humbled by the courage,
conscientious planning, and focus you have put forth in the past few weeks. I
wish to express my sincere gratitude for your incredible work on behalf of our
students and families. I acknowledge that you have been stretched in many
different directions, and we all had to get a bit gritty to get to where we are today.
Your work and grittiness are appreciated and valued.
Leveraging their intrinsic motivation. Gagné and Deci (2005), Link (2019), and
Ryan and Deci (2000b) all described the personal satisfaction that comes from doing a
task as intrinsic motivation. Leveraging their intrinsic motivation produced the second
highest frequency count under structural motivation. This strategy was seen in eight
interviews and yielded an overall frequency count of 15. When describing this strategy
in an interview, one superintendent said the following:
I believe that motivation, intrinsic motivation has everything to do with action.
And I’m not a big fan of punishments or rewards. I’m a fan of here are what our
guiding principles are, and we’re going to abide by them. And if they’re not in
tune with yours, perhaps it’s important for you to find a place where they would
be aligned with your own core values.
Addressing undesirable behavior. Addressing undesirable behavior produced
the second lowest frequency count under structural motivation. This strategy was seen in
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five interviews and yielded an overall frequency count of 11. When describing this
strategy in an interview, one superintendent said the following:
We have really been dealing with and been very hard hitting around the issues of
racism and bias. And, I, when I see behavior, that’s unacceptable, I call it out. I
don’t let it slide. I don’t turn a blind eye. I say, here’s what I heard. And I don’t
think you meant it this way, or maybe you did, but that’s not going to happen on
my watch.
Sending notes and gifts of appreciation. Sending notes and gifts of appreciation
produced the lowest frequency count under structural motivation. This strategy was seen
in six interviews and one artifact and yielded an overall frequency count of 10. When
describing this strategy in an interview, one superintendent said the following:
I do have little doodads and things like when, whenever an employee does
something that is out of the ordinary and it could be attending a conference, it
could be presenting at a conference, it could be doing something that’s just even a
little bit above and beyond, then I have t-shirts. And so I write out a personal
note, put it in district mail, they get a t-shirt that just says, hey, thanks for
supporting the efforts. This next week. I’m rolling out socks. And so you knock
my socks off and it’s, you know, they’re, they’re corny little things, but it’s the
fact that they recognize that they’re doing something and it’s being recognized.
And when you’re recognized for something you want to keep doing it, you realize
that somebody sees this extra effort that I’m putting into it.
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Structural Ability
The thematic team developed the following definition of structural ability based
upon the work of Grenny et al. (2013) and Blumberg and Pringle (1982): elements of a
person’s environment such as physical space, surroundings, or atmosphere that positively
affect performance. The interview protocol (Appendix A) created by the thematic team
and faculty contained two interview questions that were asked to all participants about
structural ability. The two questions relate directly to the third research question: What
structural ability strategies do exemplary female superintendents use to influence
employees? Six themes were discovered under the structural ability category, with a
frequency count of 104. Figure 8 shows the themes along with the frequency count for
each of the themes.
Structural Ability Themes
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Figure 8. Themes for structural ability.

105

Improving and
Creating an
beautifying environment that
facilities
develops
relationships

The highest number of frequencies under structural motivation came from the
theme of creating an environment that promotes open communication, which yielded 22
frequencies. The next theme of ensuring clean, safe spaces yielded 21 frequencies, then
creating an environment of respecting and valuing people at 19 frequencies, modeling a
fun and happy work environment at 18 frequencies, improving and beautifying facilities
at 13 frequencies, and finally, creating an environment that develops relationships at 11
frequencies. Table 9 demonstrates the political motivation themes by source and
frequency of the source.

Table 9
Structural Ability Themes

Theme

Interview
sources/
frequency

Observation
sources/
frequency

Creating an
environment that
promotes open
communication

8/13

1/1

6/8

15

22

Ensuring clean, safe
spaces

7/10

2/2

8/9

17

21

Creating an
environment of
respecting and
valuing people

5/13

0/0

5/6

10

19

Modeling a fun and
happy work
environment

10/18

0/0

0/0

10

18

Improving and
beautifying
facilities

7/13

0/0

0/0

7

13

Creating an
environment that
develops
relationships

7/10

0/0

1/1

8

11
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Artifact
sources/
Total
Total
frequency sources frequencies

Creating an environment that promotes open communication. Creating an
environment that promotes open communication produced the highest frequency count
under structural ability. This strategy was seen in eight interviews, one observation and
six artifacts and yielded an overall frequency count of 22. When describing this strategy
in an interview, one superintendent said the following:
I think open communication is critical and it’s not easy. It’s not always easy but I
think it’s important that we communicate in some form or fashion, because I think
communication helps build trust, helps to build relationships. So I think that
those, those things, trust, honest relationships, honest, you know, open
relationships and communication and that’s two way communication and respect.
Another example of this strategy can be seen through the core values that this
superintendent leads her district with: “We mutually communicate in a timely manner
throughout the organization to foster trust, collaboration, growth, and consistency while
staying true to our collective vision.”
Ensuring clean, safe spaces. Ensuring clean, safe spaces produced the second
highest frequency count under structural ability. This strategy was seen in seven
interviews, two observations and eight artifacts and yielded an overall frequency count of
21. When describing this strategy in an interview, one superintendent said the following:
And so it’s going to take a long time, because we are so far behind our buildings
were falling apart. It was shameful and we’re trying to do the best. They were
clean, you know, it wasn’t old. It was, it wasn’t what it should be. So we are
making a difference. Now I’m really proud, and it makes a difference for the
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working environment for staff as well as for the learning environment for
students.
Another example of this strategy was demonstrated through a school board meeting. One
superintendent was talking about the COVID-19 pandemic and the schools being closed.
The superintendent ensured the community that schools would not open until it was safe
to do so.
Creating an environment of respecting and valuing people. Creating an
environment of respecting and valuing people produced the third highest frequency count
under structural ability. This strategy was seen in five interviews and five artifacts and
yielded an overall frequency count of 19. When describing this strategy in an interview,
one superintendent said the following:
We take our whole complaint, our uniform complaint procedure system very
seriously. We do that training religiously as we’re supposed to, but not just for
compliance sake. We, we actually do it as opposed to having people just do it
online, but we talk about it. You know, it’s not just a form. We talk about the
importance of treating each other with respect and being mindful of our words
and how we approach people and our kids are watching and how we treat each
other and how we treat our kids and how we treat our families is important.
Another example of this strategy is a superintendent whose district has the following
value: “We will interact positively and respectfully to ensure everyone feels
acknowledged and valued.”
Modeling a fun and happy work environment. Modeling a fun and happy work
environment produced the fourth highest frequency count under structural ability. This
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strategy was seen in 10 interviews and yielded an overall frequency count of 18. When
describing this strategy in an interview, one superintendent said the following:
I have a ton of fun. I’m goofy. I laugh. I’ll take risks. I’ll be silly. I’ll go play
activities with the kids. I shoot baskets, I’ll do whatever. And they see that
lightness in it. I’m not just some stuffed suit that comes through. And then it
gives them that permission. So we, we goof, we play games, we laugh, we joke,
but it takes nothing away from the expectations of how hard we expect people to
work, because they see that you can have that you can, you can have fun while
you’re working your tail off at the same time.
Improving and beautifying facilities. S. E. Kim and Young (2014) found that
the employees’ environment was a factor in their work effectiveness. Improving and
beautifying facilities produced the second lowest frequency count under structural ability.
This strategy was seen in seven interviews and yielded an overall frequency count of 23.
When describing this strategy in an interview, one superintendent said the following:
If you polled random staff, they would be able to tell you that our physical plants
are important to us. We keep impeccable grounds. I mean, it really is something
that when people come to visit, that’s one of the things they comment on was, you
know, your facilities look so good. So I do think people take pride in that. . . .
And so, I know that wasn’t always the case, but I can say, you know we really
worked hard to funnel the funds and the attention to those places. And we still
have a couple that need, grappling with, but overall, that’s just something that I
think people understand and they feel good about the idea that the district is
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attending to them. And so then that helps them feel better about what they’re
doing within their own work performance.
Creating an environment that develops relationships. Creating an environment
that develops relationships produced the lowest frequency count under structural ability.
This strategy was seen in seven interviews and one artifact and yielded an overall
frequency count of 11. When describing this strategy in an interview, one superintendent
said the following:
Well, I think that most people would define me as someone who’s collaborative
and flexible as well as cooperative with everybody, because I know that that those
three things are key to working in a relationship with anybody, whether it’s
classified members or certificate at members. It’s important that when you want
people to achieve at high levels, you have to demonstrate it yourself. You have to
work as hard as anybody else to demonstrate that high level of goals that you have
for yourself.
Key Findings
All transcribed interviews, observations, and artifacts were coded into themes.
From those themes, nine key findings emerged from the data. These findings support
how exemplary female superintendents use the following sources of influence to achieve
extraordinary results: personal motivation, personal ability, social motivation, social
ability, structural motivation, and structural ability. Key findings were identified from
themes that produced at least 22 frequencies, had frequency counts from at least eight of
the 11 participant interviews, and triangulated through at least two codes from artifacts or
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observations. Table 10 shows the key findings along with their corresponding frequency
counts.

Table 10
Key Findings

Source of
influence
Personal
motivation

Personal
ability
Social
motivation

Key finding

Interview
sources

Observation
and artifact
sources

Recognizing, appreciating,
and celebrating meaningful
work

8

14

42

Creating a culture of
collaboration and
teamwork

8

11

36

Building capacity through
professional learning
opportunities

11

5

31

Knowing, caring for, and
valuing employees

10

5

36

9

2

29

Developing a culture of
mutual respect

10

3

26

Providing resources and
support

8

5

25

Building strong connections
and relationships

Social ability

Total
frequencies

Structural
motivation

Recognizing and celebrating
their successes

10

6

32

Structural
ability

Creating an environment that
promotes open
communication

8

7

22

Each of the six sources of influence yielded at least one key finding. The
following are the key findings for this study:
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Key Findings: Personal Motivation
1. Recognizing, appreciating, and celebrating meaningful work was identified in eight
interviews, 14 artifacts and observations and yielded an overall frequency count of
42.
2. Creating a culture of collaboration and teamwork was identified in eight interviews,
11 artifacts and observations and yielded an overall frequency count of 36.
Key Findings: Personal Ability
3. Building capacity through professional learning opportunities was identified in 11
interviews, five artifacts and observations and yielded an overall frequency count of
31.
Key Findings: Social Motivation
4. Knowing, caring for, and valuing employees was identified in 10 interviews, five
artifacts and observations and yielded an overall frequency count of 36.
5. Building strong connections and relationships was identified in 9 interviews, 2
artifacts and observations and yielded an overall frequency count of 29.
6. Developing a culture of mutual respect was identified in 10 interviews, three artifacts
and observations and yielded a frequency count of 26.
Key Findings: Social Ability
7. Providing resources and support was identified in eight interviews, five artifacts and
observations and yielded a frequency count of 25.
Key Findings: Structural Motivation
8. Recognizing and celebrating their successes was identified in 10 interviews, six
artifacts and observations and yielded a frequency count of 32.
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Key Findings: Structural Ability
9. Creating an environment that promotes open communication was identified in eight
interviews, seven artifacts and observations and yielded a frequency count of 22.
Summary
The purpose of this phenomenological study was to identify and explore how
exemplary female superintendents who have achieved extraordinary results influence
employees through personal motivation, personal ability, social motivation, social ability,
structural motivation, and structural ability, as described in the book, Influencer by
Grenny et al. (2013). This chapter included a summary of the data collected through 330
data sources, including 11 interviews, 20 artifacts, and eight observations. A total of 629
theme frequencies were identified over the six sources of influence. Nine key findings
were identified over 30 themes. Chapter V contains the final summary of the study
including major findings, unexpected findings, conclusions, implications for action,
recommendations for further research, and concluding remarks and reflections from the
researcher.
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CHAPTER V: FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS
In this phenomenological study, the researcher identified and explored how
exemplary female superintendents who have achieved extraordinary results influence
employees through personal motivation, personal ability, social motivation, social ability,
structural motivation, and structural ability. Using data from interviews, artifacts and
observations, the researcher was able to identify nine key findings. Conclusions that are
derived from the nine key findings are identified in this chapter. Chapter V is a summary
of the study which includes major findings, unexpected findings, conclusions,
implications for action, recommendations for future research and concluding remarks.
The purpose of this phenomenological study was to identify and explore how
exemplary female superintendents who have achieved extraordinary results influence
employees through personal motivation, personal ability, social motivation, social ability,
structural motivation, and structural ability. This study had the following six research
questions:
1. What personal ability strategies do exemplary female superintendents use to influence
employees?
2. What social ability strategies do exemplary female superintendents use to influence
employees?
3. What structural ability strategies do exemplary female superintendents use to
influence employees?
4. What personal motivation strategies do exemplary female superintendents use to
influence employees?
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5. What social motivation strategies do exemplary female superintendents use to
influence employees?
6. What structural motivation strategies do exemplary female superintendents use to
influence employees?
In this phenomenological study, interviews were conducted with 11 exemplary
female superintendents meeting the criteria in Chapter III to identify and explore how
they use personal motivation, personal ability, social motivation, social ability, structural
motivation, and structural ability to achieve extraordinary results. The data collected
were sourced through 11 personal, one-on-one interviews with female superintendents,
and were triangulated with data points from 20 artifacts and 8 observations.
Major Findings
The purpose of this phenomenological study was to identify and explore how
exemplary female superintendents who have achieved extraordinary results influence
employees through personal motivation, personal ability, social motivation, social ability,
structural motivation, and structural ability. Key findings were identified from themes
that produced at least 22 frequencies, had frequency counts from at least eight of the 11
participant interviews, and triangulated through at least two codes from artifacts or
observations. The following are major findings for this study:
Personal Motivation
1. Recognizing, appreciating, and celebrating meaningful work was identified in eight
interviews, 14 artifacts and observations and yielded an overall frequency count of
42.
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2. Creating a culture of collaboration and teamwork was identified in eight interviews,
11 artifacts and observations and yielded an overall frequency count of 36.
Personal Ability
3. Building capacity through professional learning opportunities was identified in 11
interviews, five artifacts and observations and yielded an overall frequency count of
31.
Social Motivation
4. Knowing, caring for, and valuing employees was identified in 10 interviews, five
artifacts and observations and yielded an overall frequency count of 36.
5. Building strong connections and relationships was identified in 9 interviews, 2
artifacts and observations and yielded an overall frequency count of 29.
6. Developing a culture of mutual respect was identified in 10 interviews, three artifacts
and observations and yielded a frequency count of 26.
Social Ability
7. Providing resources and support was identified in eight interviews, five artifacts and
observations and yielded a frequency count of 25.
Structural Motivation
8. Recognizing and celebrating their successes was identified in 10 interviews, six
artifacts and observations and yielded a frequency count of 32.
Structural Ability
9. Creating an environment that promotes open communication was identified in eight
interviews, seven artifacts and observations and yielded a frequency count of 22.
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Unexpected Findings
What was most unexpected about the findings of this study was how often
strategies fit into more than one category or source of influence. For example, although a
strategy like creating an environment of open communication could be a structural ability
strategy, it may also align with social ability strategies. The findings of this study were,
perhaps, less about fitting 100% into a specific category within the sources of influence
and more about the flexibility of the sources of influence. Female superintendents in this
study use a wide range of strategies involving motivation and ability to achieve
extraordinary results.
Another unexpected finding of this study was that under structural motivation,
sending notes and gifts of appreciation had the lowest frequency count. This was an
unexpected finding because sending handwritten notes and small gifts to people would
seem to be a motivating action. Sending notes and gifts of appreciation could have
produced a lower frequency count because of the change in how people are motivated in
the digital age, or it could be because of the current COVID-19 pandemic. Many staff
members have been working from home during the pandemic, and accessing staff may be
more difficult.
Conclusions
As a result of the key findings the following conclusions were made about how
exemplary female superintendents achieve extraordinary results using the six sources of
influence: personal motivation, personal ability, social motivation, social ability,
structural motivation, structural ability.
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Conclusion 1: Personal Motivation
If female superintendents wish to achieve extraordinary results, they must
recognize, appreciate, and celebrate meaningful staff work.
Female superintendents in this study worked hard to ensure that they were
recognizing work that was being done by their employees. They saw how the recognition
made their staff feel, and the results they were able to produce. Superintendents in this
study used extrinsic motivation to celebrate outcomes that were motivated intrinsically.
Ryan and Deci (2000a) described two types of motivation—extrinsic and intrinsic.
Superintendents shared ways in which they praise their employees for their hard work to
support them in continuing to produce extraordinary work. They asserted that when
people produce good work and are praised or recognized for what they have done, they
will continue to feel good about their work. Rao (2017) discussed the importance of
employee work being related back to the vision of the organization. Superintendents
recognized, celebrated, and appreciated the work of employees that fulfilled the vision of
the district.
In this study, exemplary female superintendents were emphatic about showing
their employees gratitude for their work, praising them for their work, celebrating
accomplishments, and finding ways to appreciate their staff. They thanked their
employees and even spotlighted them in their newsletters. Based on the key findings,
female superintendents must prioritize the recognition, appreciation, and celebration of
desirable work to influence their employees’ commitment to their shared vision.
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Conclusion 2: Personal Motivation
Female superintendents trying to influence employees to achieve extraordinary
results must create a culture of collaboration and teamwork.
Female superintendents were clear about the importance of creating a culture of
collaboration and teamwork at their school district. They personally motivate their
employees through building a culture of collaboration and teamwork. When employees
are connected and working well as a team, they are intrinsically motivated to continue the
work. Superintendents described the need for employees to be connected, collaborating
as a team and the importance of working with others as key factors in producing results.
They described the joy that comes from connecting with others and how that is personally
motivating to their employees. Olafsen et al. (2018) noted, “It is essential that managers
are able to take on the employee’s perspectives, to understand how the employee views
the situation, for instance by active listening and asking open questions” (p. 187).
Superintendents in this study described how they bring people together, support
collaboration, and appreciate their employees, which personally motivates them to
achieve results. Building cohesive teams is essential to personally motivating employees.
Conclusion 3: Personal Ability
Female superintendents should build capacity in their employees through
professional learning opportunities to achieve extraordinary results.
In this study, exemplary female superintendents built the capacity of their staff
through professional learning opportunities. They provided trainings through formal and
informal methods such as online platforms, in person conferences and through coaching.
They described the high value and commitment that they place on professional learning
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opportunities. As Grenny et al. (2013) stated, “Changing behavior almost always
involves learning new skills” (p. 142). Superintendents want their employees to learn
new skills.
Not all skills needed to sucessfully reach a goal come naturally to everyone.
Vaughn (2016) expressed, “Some people have more natural ability than others. . . .
Natural ability alone does not always translate into results on the scoreboard” (p. 804).
Because there will be skills in which an employee or employees are lacking, professional
learning must be provided to close the gap. Grenny et al. (2013) described “deliberate
practice” of skills as essential to increasing one’s personal ability (p. 121).
Superintendents were clear in their support for professional learning. This strategy was
used to support their staff and they related its use to having achieved extraordinary
results. If female superintendents wish to influence their people to produce extraordinary
results, they must provide ample professional learning opportunities which support the
areas of deficits they currently possess.
Conclusion 4: Social Motivation
Female superintendents must build strong connections and relationships with
their staff by knowing, caring for, and valuing their employees to create a culture of
mutual respect in which employees can achieve extraordinary results.
Based on the findings in this study it can be concluded that female
superintendents must build strong connections and relationships with their staff. How
they do this is knowing, caring for, and valuing their employees. By doing this, female
superintendents are creating an environment in which mutual respect is practiced and
expected. Kouzes and Posner (2006) posited, “People perform significantly more
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effectively when their leaders treat them with dignity and respect, listen to them, support
them, recognize them, make them feel important, build their skills and show confidence
in them” (p. 58).
Knowing, caring for, and valuing their employees accounted for the second
highest frequency count in this study with 91% of the participants commenting about
how they implement this in their school district. Female superintendents reported the
importance of getting to know people’s names, saying hello and engaging in conversation
with people that you may not interact with on a daily basis, listening to employees,
personally inviting people to be on teams, engaging in work-related and non-work-related
conversations and pointing out the value people bring to the table. These actions were all
considered socially motivating to school district employees.
Rao (2017) highlighted the importance of building strong connections and
relationships by “ensur[ing] that every employee feels heard, valued, and appreciated for
their achievements” (p. 129). Harvey and Drolet (2006) said, “When I care about you as
a person, I am more likely to work with you as a team member” (p. 24). Baumeister and
Leary (1995) agreed when they said, “The need to belong is a powerful, fundamental, and
extremely pervasive motivation” (p. 497). Employees feel a connection with their
superintendent when they feel like they know them, care about them and value their
work.
In this study social motivation was described as the deeply held desire to be
accepted, respected, and connected to humans. By knowing, caring for, and showing
their employees that they value them, female superintendents are building connections
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and relationships with their staff. As they continue to do this, they will be more likely to
influence the extraordinary results they are required to produce.
Conclusion 5: Social Ability
If female superintendents wish to influence employees, they must meet their needs
and provide them with the resources and support they need to be successful.
In this study, exemplary female superintendents provided their staff with
resources and support. Superintendents believe that by providing the team with resources
and support that they need to be successful, the team will achieve the results that they set
out to achieve. Grenny et al. (2013) described the importance of a leader demonstrating
social ability to be “quick to consider what help, authority, consent, or cooperation
individuals may need when facing risky or daunting new behaviors” (p. 215). Olafsen et
al. (2018) also described supportive leaders as people who were consistent in meeting
people’s needs. Providing the team with the resources that they need to be successful
strengthens the team.
Female superintendents in this study offered resources such as providing the tools
that people need such as technology and professional development, giving the team time
and a place to work together and providing outside support. They also provided support
for their teams by making themselves available, providing additional staff members,
setting up structures, and providing coaching. Superintendents in this study were clear
about how providing the support and resources that their staff needed made a difference
in the results their staff were able to achieve.
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Conclusion 6: Structural Motivation
Female superintendents must recognize and celebrate the successes of their
employees if they wish to exert effective influence in their organizations.
In this study, exemplary female superintendents recognized and celebrated the
successes of their staff. Superintendents in this study did this by recognizing their staff at
board meetings, allowing people to share and recognize the work that a colleague has
done, public praise, certificates and sending them personal notes. By doing this,
superintendents are signaling to their staff that they want them to continue that activity.
Both Grenny et al. (2013) and Malik et al. (2015) would agree that it is important
to know what motivates your staff and link your motivational token or experience to the
outcome you wish to see. By recognizing and celebrating their work, staff can see what
the superintendent values and are more likely to continue to perform that action, or
continue to behave in that particular manner.
Conclusion 7: Structural Ability
Female superintendents who wish to use their influence to achieve extraordinary
results must create an environment that promotes open communication.
In this study female superintendents were clear about how creating an atmosphere
of open communication makes a difference in the environment. Several superintendents
in this study believed that creating an environment that promotes open communication
was a way to create that atmosphere and how employees are more able to achieve
extraordinary results.
The structure or environment that a person is in can either support or inhibit their
ability to achieve results (S. E. Kim & Young, 2014; Sadatsafavi et al., 2015). Female
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superintendents use open communication to create an environment in which employees
can achieve the districts vision and goals. Female superintendents in this study were
adamant about the high level of communication that they model that creates a positive
environment. They also create this influential environment by being approachable,
listening to others and implementing shared decision-making. They create an
environment that is supportive and conducive to achieving results.
Implications for Action
This study provided insights into the lived experiences of 11 female
superintendents in relation to their use of six sources of influence with their employees.
The findings in this study demonstrate how these female superintendents have used the
six sources of influence to achieve extraordinary results in their respective school
districts. The findings of this study, along with the findings of the thematic team within
their own populations may provide a closer look at what influence strategies leaders use
to create extraordinary results. The implications for action in this study have the
potential to positively affect the results that superintendents produce, add to the
professional learning that is provided to superintendents through various professional
organizations, and offer information that recruiting firms can use to develop questions of
superintendent and aid in the selection process for school districts.
Implication 1: Use of Influence Strategies Within a District
The results of this study should be used by female superintendents to assist them
in learning ways in which they may influence their employees to achieve extraordinary
results. The findings can also be used by the superintendent to train other administrators
in behaviors in which they can support initiatives
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Implication 2: Administrator Preparation Programs
Administrator preparation programs offered by universities should use the results
of this study in their preparation programs and focus on sources of influence that can lead
to achieving results. This information would serve to build confidence in female
administrators who may be hesitant to step into a superintendency. Although each person
must find their own ways to use the six sources effectively, these strategies can give
confidence to the new administrator and provide a new tool to the current female
superintendent.
Implication 3: Superintendent Search and Recruitment Firms
As superintendent search firms look for extraordinary female candidates, they
should also look for how candidates may have used the strategies found in this study in
their current or former positions. This knowledge will also help the search firm and
board to identify women who may be qualified to take on large districts and challenging
situations.
Implication 4: Presentations at Women’s Conferences
The results of this study should be presented at conferences such as ACSA
(Association of California School Administrators), CALSA (California Association of
Latino Superintendents and Administrators), and AASA (American Association of
School Administrators). By providing professional learning on influence strategies
specific to female superintendents, women entering the field and women in the field will
have new tools to use in order to achieve extraordinary results.
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Implication 5: Funding resources and supports
Female superintendents should use the findings of this study to ask for funding to
support their celebrations, recognitions, professional learning programs, needed
resources, and supports. Funding for these programs, would provide the needed tools to
implement the strategies described.
Implication 6: Professional learning
Professional organizations such as ACSA (Association of California School
Administrators), NCEE (National Center on Education and the Economy), CALSA
(California Association of Latino Superintendents and Administrators), and AASA
(American Association of School Administrators) should use the results of this study by
integrating the key findings into their professional learning programs.
Implication 7: Leadership development
Female superintendents should participate in professional learning opportunities
that support them in connecting with their staff and building teams. By building
relationships with their staff and supporting them in their needs they will be more likely
to create extraordinary results. It may be necessary for female superintendents to attend
conferences, seminars or other professional learning opportunities that support
connection and team building. It is also recommended that female superintendents come
together as a group during women’s conferences to share strategies, support each other in
challenges and develop as exemplary leaders. Additionally, leadership development
programs in districts, county offices and professional organizations like ACSA, should
provide training on how to become an influencer.
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Recommendations for Further Research
This phenomenological study identified and explored how exemplary female
superintendents who have achieved extraordinary results influence employees through
personal motivation, personal ability, social motivation, social ability, structural
motivation, and structural ability. The findings of this study are indicative of influence
strategies that superintendents can use to achieve extraordinary results. Based upon the
results of this study, the following recommendations have been made by the researcher
regarding further research:
1. A research study should be conducted using the same methodology and male
superintendents as the population. A comparison should be done to see whether
female superintendents use similar or different influence strategies as their male
counterparts.
2. A mixed methods study should be conducted using the methodology and interview
questions in this study, but also including the influence assessment developed by the
authors of Influencer: The New Science of Leading Change (located at
https://www.vitalsmarts.com/influencer-assessment/).
3. A research study using the methodology of this study should be conducted outside of
the confines of a global pandemic and during a time in which superintendents have a
larger amount of free time. These studies should be conducted using female
superintendents throughout the United States.
4. A research study should be conducted using the methodology of this study that is
targeted toward the following groups: female superintendents use of the six sources of
influence with their executive cabinet, district office/leadership staff, principals and
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other populations outside of education such as city managers, police chiefs, and
business leaders should be conducted.
5. The researchers who participated in this thematic dissertation should do a metaanalysis of the data collected from each of the three dissertations to recommend ways
in which leaders can use influence to achieve extraordinary results.
6. A research study should be conducted, using the methodology in this study, that is
specific to the result that the superintendents were able to achieve. An example of this
would be narrowing the specific extraordinary result to a topic such as “successfully
leading a district through a pandemic” and asking the superintendents to relate their
answers to how they used influence to successfully lead their district through a
pandemic.
Concluding Remarks and Reflections
At the end of the study, a researcher is able to convey concluding remarks and
reflections on the process to the reader. As I reflect on my journey through this process, I
see the strength of female superintendents and was provided a glimmer into the heavy
weight that they carry. As pioneers in a male dominated profession, the women I
interviewed showed their character and passion for leading people, along with their
commitment to all students, all families, all staff and all stakeholders, regardless of who
they were. They were all champions for their communities and passionate about
education.
Through this process I learned that influence has no resemblance to force. It’s not
about what you can make people do. Influence is about how you relate to and with
others. It’s about making them feel important, valued, knowing their name, asking their
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opinion, knowing the job that they do, supporting them in the work that they are
passionate about. That is influence, and with that brings extraordinary results.
Although I learned a lot about how female superintendents influence their staff to
achieve extraordinary results, I found myself looking up books that they read, coaching
programs they attend, and adjusting my leadership style in the process. I have always
been a lifelong learner and was inspired by their constant desire to improve their
leadership skills. The superintendents in this study are extraordinary women who have
inspired me to be more than I thought I could be. I desire to be the best leader for my
students, families, and community and to take risks. As an educational leader, I have the
confidence to break the glass ceiling, whether real or implied, and use my leadership
abilities to inspire, uplift, and create change in the world.

129

REFERENCES
Acevedo, A. (2018). A personalistic appraisal of Maslow’s needs theory of motivation:
From “humanistic” psychology to integral humanism. Journal of Business Ethics,
147(4), 741-763. https://doi.org/10.1007/s10551-015-2970-0
Andero, A. (2000). The changing role of the school superintendent with regard to
curriculum policy and decision making. Education, 121(2), 276–286.
Anderson, D. L. (2016). Organization development: The process of leading
organizational change. Thousand Oaks, CA: Sage.
Anderson, L., & Ackerman, D. (2010). The change leader’s roadmap how to navigate
your organization’s transformation. San Francisco, CA: Pfeiffer.
Antoni, C. H., Baeten, X., Perkins, S. J., Shaw, J. D., & Vartiainen, M. (2017). Reward
management: Linking employee motivation and organizational performance.
Journal of Personnel Psychology, 16(2), 57–60. https://doi.org/10.1027/18665888/a000187
Bandura, A. (1974). Behavior theory and the models of man. American Psychologist,
29(12), 859–869.
Bass, B. M., & Bass, R.. (2008). The Bass handbook of leadership: Theory, research, and
managerial applications (4th ed.). New York, NY: Free Press.
Bass, B. M., & Riggio, R. E. (2006). Transformational leadership (2nd ed.). Mahwah,
NJ: Lawrence Erlbaum Associates.
Bass, B. M., & Stogdill, R. M. (1990). Bass & Stogdill’s handbook of leadership: Theory,
research, and managerial applications (3rd ed.). New York, NY: Free Press.

130

Baucus, M. S., & Beck-Dudley, C. L. (2005). Designing ethical organizations: Avoiding
the long-term negative effects of rewards and punishments. Journal of Business
Ethics, 56(4), 355–370. https://doi.org/10.1007/s10551-004-1033-8
Baumeister, R. F., & Leary, M. R. (1995). The need to belong: Desire for interpersonal
attachments as a fundamental human motivation. Psychological Bulletin, 117(3),
497–529. https://doi.org/10.1037/0033-2909.117.3.497
Bénabou, R., & Tirole, J. (2002). Self-confidence and personal motivation. Quarterly
Journal of Economics, 117(3), 871–915. https://doi.org/10.1162/003355302
760193913
Bhatti, M. A., Ali, S., Isa, M. F. M., & Battour, M. M. (2014). Training transfer and
transfer motivation: The influence of individual, environmental, situational,
training design, and affective reaction factors. Performance Improvement
Quarterly, 27(1), 51-82. https://doi.org/10.1002/piq.21165
Bird, J. J., Wang, C., & Murray, L. M. (2009). Building budgets and trust through
superintendent leadership. Journal of Education Finance, 35(2), 140–156.
https://doi.org/10.1353/jef.0.0008
Björk, L. G., Browne-Ferrigno, T., & Kowalski, T. J. (2018). Superintendent roles as
CEO and team leader. Research in Educational Administration & Leadership,
3(2), 179–205.
Björk, L. G., & Kowalski, T. J. (2005). The contemporary superintendent: Preparation,
practice, and development. Thousand Oaks, CA: Corwin Press.

131

Blumberg, M., & Pringle, C. D. (1982). The missing opportunity in organizational
research: Some implications for a theory of work performance. Academy of
Management Review, 7(4), 560–569.
Bosch, R. (2016). Power: A conceptual analysis. The Hague, Netherlands: Eleven
International.
Bridges, K., Plancher, A. K., & Toledo, S. D. (2019). Good governance and the influence
of the superintendent. AASA Journal of Scholarship & Practice, 16(2), 35–42.
Retrieved from https://www.aasa.org/uploadedFiles/Publications/JSPSsummer
2019.FINAL.v3.docx.pdf
Broadbent, B. M. (1984). An examination of leadership behavior and the influence on
organizational climate in higher education (Doctoral dissertation). Retrieved
from ProQuest Dissertations and Theses database. (UMI No. 8506500).
Brunner, C. C. (2000). Principles of power: Women superintendents and the riddle of the
heart. Albany, NY: SUNY Press.
Buch, R., Thompson, G., & Kuvaas, B. (2016). Transactional leader–member exchange
relationships and followers’ work performance. Journal of Leadership &
Organizational Studies, 23(4), 456–466. https://doi.org/10.1177/1548051
816630227
Burke, L. A., & Hutchins, H. M. (2008). A study of best practices in training transfer and
proposed model of transfer. Human Resource Development Quarterly, 19(2),
107–128. http://doi.org/10.1002/hrdq.1230
Burns, J. M. (1978). Leadership New York, NY: Harper & Row.

132

Burtt, H. E. (1935). Review of the art of leadership. Journal of Applied Psychology,
19(5), 627–629. https://doi.org/10.1037/h0050898
Cal. Education Codes § 35020-35046. (n.d.). Retrieved from http://leginfo.legislature
.ca.gov/faces/codes_displaySection.xhtml?sectionNum=35035&lawCode=EDC
California Department of Education (n.d.). Fingertip facts on education in California—
CalEdFacts. Retrieved from https://www.cde.ca.gov/ds/sd/cb/ceffingertipfacts.asp
Callahan, R. E. (1966). The superintendent of schools: An historical analysis.
Washington, DC: U.S. Department of Health, Education and Welfare.
Chiang, H., Speroni, C., Herrmann, M., Hallgren, K., Burkander, P., & Wellington, A.
(2017). Evaluation of the teacher incentive fund: Final report on implementation
and impacts of pay-for-performance across four years (NCEE 2018-4004).
Chuang, S.-F. (2013). Essential skills for leadership effectiveness in diverse workplace
development. Washtington, DC: National Center for Education Evaluation and
Regional Assistance. Retrieved from https://files.eric.ed.gov/fulltext
/ED578857.pdf
Creswell, J. W., & Guetterman, T. C. (2019). Educational research: Planning,
conducting, and evaluating quantitative and qualitative research. Saddle River,
NJ: Pearson.
Crowley, M. C. (2011). Lead from the heart: Transformational leadership for the 21st
century. Bloomington, IN: Balboa Press.

133

Dansereau, F., Seitz, S. R., Chiu, C.-Y., Shaughnessy, B., & Yammarino, F. J. (2013).
What makes leadership, leadership? Using self-expansion theory to integrate
traditional and contemporary approaches. Leadership Quarterly, 24(6), 798–821.
https://doi.org/10.1016/j.leaqua.2013.10.008
Darvishmotevali, M., Arasli, H., & Kilic, H. (2017). Effect of job insecurity on frontline
employee’s performance. International Journal of Contemporary Hospitality
Management, 29(6), 1724–1744. https://doi.org/10.1108/IJCHM-12-2015-0683
Deci, E. L., Connell, J. P., & Ryan, R. M. (1989). Self-determination in a work
organization. Journal of Applied Psychology, 74(4), 580–590. https://doi.org
/10.1037/0021-9010.74.4.580
Deci, E. L., Koestner, R., & Ryan, R. M. (1999). A meta-analytic review of experiments
examining the effects of extrinsic rewards on intrinsic motivation. Psychological
Bulletin, 125(6), 627–668. https://doi.org/10.1037/0033-2909.125.6.627
Delrue, J., Soenens, B., Morbée, S., Vansteenkiste, M., & Haerens, L. (2019). Do
athletes’ responses to coach autonomy support and control depend on the situation
and athletes’ personal motivation? Psychology of Sport and Exercise, 43, 321–
332. https://doi.org/10.1016/j.psychsport.2019.04.003
Den Hartog, D. N., Van Muijen, J. J., & Koopman, P. L. (1997). Transactional versus
transformational leadership: An analysis of the MLQ. Journal of Occupational
and Organizational Psychology, 70(1), 19–34.

134

Eagly, A. H., Johannesen-Schmidt, M. C., & van Engen, M. L. (2003). Transformational,
transactional, and laissez-faire leadership styles: a meta-analysis comparing
women and men. Psychological Bulletin, 129(4), 569–591.
https://doi.org/10.1037/0033-2909.129.4.569
Elson, W. H. (1904). Superintendent’s influence. Journal of Education, 59(10), 148–149.
Retrieved from https://www.jstor.org/stable/44065003?seq=1#metadata_info
_tab_contents
Ericsson, K. A., Krampe, R. T., & Tesch-Romer, C. (1993). The role of deliberate
practice in the acquisition of expert performance. Psychological Review, 100(3),
363–406. https://doi.org/10.1037/0033-295X.100.3.363
Fairholm, G. W. (2009). Organizational power politics: Tactics in organizational
leadership. Santa Barbara, CA: ABC-CLIO.
Fantuzzo, J., Bulotsky-Shearer, R., McDermott, P. A., McWayne, C., Frye, D., &
Perlman, S. (2007). Investigation of dimensions of social-emotional classroom
behavior and school readiness for low-income urban preschool children. School
Psychology Review, 36(1), 44–62. Retrieved from https://web.archive.org/web
/20150905214141/http://www.nasponline.org/publications/spr/index.aspx?vol=36
&issue=1
Feng, X., & Xiaohong, W. (2019). Transactional leadership and dynamic capabilities:
The mediating effect of regulatory focus. Management Decision, 57(9), 2284–
2306. https://doi.org/10.1108/MD-11-2017-1151
Fisher, J. G. (2015). Strategic reward and recognition: Improving employee performance
through non-monetary incentives. Philadelphia, PA: Kogan Page.

135

Foxon, M. (1997). The influence of motivation to transfer, action planning, and manager
support on the transfer process. Performance Improvement Quarterly, 10(2), 42–
63. https://doi.org/10.1111/j.1937-8327.1997.tb00048.x
Fusarelli, B. C., Fusarelli, L. D., & Riddick, F. (2018). Planning for the future:
Leadership development and succession planning in education. Journal of
Research on Leadership Education, 13(3), 286–313. https://doi.org/10.1177
/1942775118771671
Gagné, M., & Deci, E., L. (2005). Self-determination theory and work motivation.
Journal of Organizational Behavior, 26(4), 331–362. http://doi.org/10.1002
/job.322
Genovese, M. A. (2015). Leadership challenges in a hyper-changing world. World Policy
Journal, 32(4), 100–107. https://doi.org/10.1177/0740277515623754
Gerstner, C. R., & Day, D. V. (1997). Meta-analytic review of leader-member exchange
theory: Correlates and construct issues. Journal of Applied Psychology, 82(6),
827–844.
Gillespie, N. A., & Mann, L. (2004). Transformational leadership and shared values: The
building blocks of trust. Journal of Managerial Psychology, 19(6), 588–607.
https://doi.org/10.1108/02683940410551507
Glass, T. E., Björk, L., & Brunner, C. C. (2001). The study of the American
superintendency, 2000: A look at the superintendent of education in the new
millennium. Arlington, VA: American Association of School Administrators.

136

Godman, M., Nagatsu, M., & Salmela, M. (2014). The social motivation hypothesis for
prosocial behavior. Philosophy of the Social Sciences, 44(5), 563–587.
https://doi.org/10.1177/0048393114530841
Gouldner, A. W. (1960). The norm of reciprocity: A preliminary statement. American
Sociological Review, 25(2), 161–178. https://doi.org/10.2307/2092623
Great Schools Partnership. (2013). The glossary of education reform. Retrieved from
https://www.edglossary.org/professional-development/
Greene, C. N., & Podsakoff, P. M. (1981). Effects of withdrawal of a performancecontingent reward on supervisory influence and power. Academy of Management
Journal, 24(3), 527–542. https://doi.org/10.2307/255573
Gregg, J. R. (2003). Influence leadership: An analysis of how leaders use influence
tactics in higher education (Doctoral dissertation). Retrieved from ProQuest
Dissertations and Theses database. (UMI No. 3105818).
Grenny, J., Patterson, K., Maxfield, D., McMillan, R., & Swizler, A. (2013). Influencer:
The new science of leading change. New York, NY: McGraw-Hill.
Gresham, G., & Sampson, P. (2019). Women superintendent research: 2014–2016
Dissertation literature review content analysis. Athens Journal of Education, 6(4),
257–270.
Grogan, M. (2005, February). US women top executive leaders in education: Building
communities of learners. In Proceedings of the 2004 Hong Kong/Shanghai
Commonwealth Council for Educational Administration and Management
International Conference. Retrieved from https://digitalcommons.chapman
.edu/education_articles/176/

137

Güss, C. D., Madison Lee, B., & Dietrich, D. (2017, May 23). The role of motivation in
complex problem solving. Frontiers in Psychology, 8. https://doi.org/10.3389
/fpsyg.2017.00851
Hart, A. W., & Ogawa, R. T. (1987). The influence of superintendents on the academic
achievement of school districts. Journal of Educational Administration, 25(1),
72–84. https://doi.org/10.1108/eb009926
Harvey, T. R., & Drolet, B. (2006). Building teams, building people: Expanding the fifth
resource. Lancaster, PA: Technomic.
Hariton, L. (2020, January 8). The Top 10 Workforce Trends to Watch in the New
Decade [Blog post]. Retrieved from https://www.catalyst.org/2020/01/08
/workforce-trends-2020/
Healy, L. C., Ntoumanis, N., Veldhuijzen van Zanten, J. J. C. S., & Paine, N. (2014).
Goal striving and well-being in sport: The role of contextual and personal
motivation. Journal of Sport & Exercise Psychology, 36(5), 446–459.
https://doi.org/10.1123/jsep.2013-0261
Heath, K., Flynn, J., Holt, M. D., & Faison, D. (2017). The influence effect: A new path to
power for women leaders. Oakland, CA: Berrett-Koehler.
Hicklin, A., O’Toole, L. J., Jr., & Meier, K. (2008). Serpents in the sand: Managerial
networking and nonlinear influences on organizational performance. Journal of
Public Administration Research and Theory, 18(2), 253–273. https://doi.org
/10.1093/jopart/mum009
Hilgert, R. L. (1974). Positive personal motivation: The manager’s guide to influencing
others. Personnel Journal, 53(11), 832–834.

138

Houghton, J. D., Pearce, C. L., Manz, C. C., Courtright, S., & Stewart, G. L. (2015).
Sharing is caring: Toward a model of proactive caring through shared leadership.
Human Resource Management Review, 25(3), 313–327. https://doi.org/10.1016
/j.hrmr.2014.12.001
Hoy, W. K., & Smith, P. A. (2007). Influence: A key to successful leadership.
International Journal of Educational Management, 21(2), 158–167.
http://doi.org/10.1108/09513540710729944
Hoyle, J. R., Björk, L. G., Collier, V., & Glass, T. (2005). The superintendent as CEO:
Standards-based performance. Thousand Oaks, CA: Corwin Press.
Ibad, F. (2018). Personality and ability traits of teachers: Student perceptions. Journal of
Education and Educational Development, 5(2), 162–177.
Influence. (n.d.). In Merriam-Webster’s online dictionary. Retrieved from
https://www.merriam-webster.com/dictionary/influence
Jensen, M., Potočnik, K., & Chaudhry, S. (2020). A mixed-methods study of CEO
transformational leadership and firm performance. European Management
Journal, 38(6), 836–845. https://doi.org/10.1016/j.emj.2020.05.004
Jha, A. K., & Shah, S. (2020). Social Influence on Future Review sentiments: An
appraisal-theoretic view. Journal of Management Information Systems, 37(2),
610–638. https://doi.org/10.1080/07421222.2019.1599501
Judge, T. A., & Piccolo, R. F. (2004). Transformational and transactional leadership: A
meta-analytic test of their relative validity. Journal of Applied Psychology, 89(5),
755–768. https://doi.org/10.1037/0021-9010.89.5.755

139

Kahnweiler, J. B. (2013). Quiet influence: The introvert’s guide to making a difference.
San Francisco, CA: Berrett-Koehler.
Kamijo, Y. (2016). Rewards versus punishments in additive, weakest-link, and best-shot
contests. Journal of Economic Behavior & Organization, 122, 17–30.
https://doi.org/10.1016/j.jebo.2015.11.013
Kanat-Maymon, Y., Elimelech, M., & Roth, G. (2020). Work motivations as antecedents
and outcomes of leadership: Integrating self-determination theory and the full
range leadership theory. European Management Journal, 38(4), 555–564.
https://doi.org/10.1016/j.emj.2020.01.003
Kardos, P., Leidner, B., Pléh, C., Soltész, P., & Unoka, Z. (2017). Empathic people have
more friends: Empathic abilities predict social network size and position in social
network predicts empathic efforts. Social Networks, 50, 1–5. https://doi.org
/10.1016/j.socnet.2017.01.004
Khan, M. S., Khan, I., Qureshi, Q. A., Ismail, H. M., Rauf, H., Latif, A., & Tahir, M.
(2015). The styles of leadership: A critical review. Public Policy and
Administration Research, 5(3), 87–92. Retrieved from https://www.iiste.org
/Journals/index.php/PPAR/article/viewFile/20878/21131
Kim, E.-J., & Park, S. (2020). Transformational leadership, knowledge sharing,
organizational climate and learning: an empirical study. Leadership &
Organization Development Journal, 41(6), 761–775. https://doi.org/10.1108
/LODJ-12-2018-0455

140

Kim, E.-J., Park, S., & Kang, H.-S. (2019). Support, training readiness and learning
motivation in determining intention to transfer. European Journal of Training &
Development, 43(3/4), 306–321. https://doi.org/10.1108/EJTD-08-2018-0075
Kim, S. E., & Young, W. R. (2014). Office characteristics and perceived behavioral
outcomes in a public agency. Public Performance & Management Review, 38(1),
76–99. https://doi.org/10.2753/PMR1530-9576380104
Kowalski, T. (2005). Evolution of the school superintendent as communicator.
Communication Education, 54(2), 101–117. https://doi.org/10.1080
/03634520500213322
Kouzes, J. M., & Posner, B. Z. (2006). A leader's legacy. John Wiley & Sons.
Kray, L. J., & Kennedy, J. A. (2017). Changing the narrative: Women as negotiators and
leaders. California Management Review, 60(1), 70–87. https://doi.org/10.1177
/0008125617727744
Lemasters, L., & Roach, V. (2012). 3-dimensional portrait of the female CEO.
International Journal of Educational Leadership Preparation, 7(1). Retrieved
from https://files.eric.ed.gov/fulltext/EJ971686.pdf
Liao, H., & Chuang, A. (2007). Transforming service employees and climate: A
multilevel, multisource examination of transformational leadership in building
long-term service relationships. Journal of Applied Psychology, 92(4), 1006–
1019. https://doi.org/10.1037/0021-9010.92.4.1006
Link, S. (2019). Self-determination theory. Toledo, OH: Great Neck.
Ljungholm, D. P. (2014). Transformational leadership behavior in public sector
organizations. Contemporary Readings in Law and Social Justice, 6(1), 76–81.

141

Locke, E. A., & Schattke, K. (2019). Intrinsic and extrinsic motivation: Time for
expansion and clarification. Motivation Science, 5(4), 277–290. https://doi.org
/10.1037/mot0000116
Lumby, J. (2019). Leadership and power in higher education. Studies in Higher
Education, 44(9), 1619–1629. https://doi.org/10.1080/03075079.2018.1458221
Mahoney, M. J. (1991). Human change processes: The scientific foundations of
psychotherapy. New York, NY: Basic Books.
Malik, M. A. R., Butt, A. N., & Choi, J. N. (2015). Rewards and employee creative
performance: Moderating effects of creative self-efficacy, reward importance, and
locus of control. Journal of Organizational Behavior, 36(1), 59–74. https://doi.org
/10.1002/job.1943
Maltarich, M. A., Nyberg, A. J., Reilly, G., Abdulsalam, D. D., & Martin, M. (2017).
Pay-for-performance, sometimes: An interdisciplinary approach to integrating
economic rationality with psychological emotion to predict individual
performance. Academy of Management Journal, 60(6), 2155–2174.
https://doi.org/10.5465/amj.2015.0737
Manganelli, L., Thibault-Landry, A., Forest, J., & Carpentier, J. (2018). Selfdetermination theory can help you generate performance and well-being in the
workplace: A review of the literature. Advances in Developing Human Resources,
20(2), 227–240. https://doi.org/10.1177/1523422318757210
Marland, S. P., Jr. (1970). The changing nature of the school superintendency. Public
Administration Review, 30(4), 365–371.

142

Maslow, A. H. (1943). A theory of human motivation. Psychological Review, 50(4), 370–
396. https://doi.org/10.1037/h0054346
McClelland, D. C. (1985). How motives, skills, and values determine what people do.
American Psychologist, 40(7), 812–825. https://doi.org/10.1037/0003-066
X.40.7.812
McKee, A., Boyatzis, R. E., & Johnston, F. (2008). Becoming a resonant leader: Develop
your emotional intelligence, renew your relationships, sustain your effectiveness.
Boston, MA: Harvard Business School.
McMillan, J. H., & Schumacher, S. (2010). Research in education: Evidence-based
inquiry. Upper Saddle River, NJ: Pearson.
Merrill, K. H. (1998). Superintendents’ influence strategies and use of power as a
function of postindustrial leadership (Doctoral dissertation). Retrieved from
ProQuest Dissertations and Theses database. (UMI No. 9930509)
Mertel, T., & Brill, C. (2015). What every leader ought to know about becoming a
servant leader. Industrial & Commercial Training, 47(5), 228–235.
https://doi.org/10.1108/ICT-02-2015-0013
Michie, J., & Zumitzavan, V. (2012). The impact of ‘learning’ and ‘leadership’
management styles on organizational outcomes: A study of tyre firms in Thailand.
Asia Pacific Business Review, 18, 607–630. https://doi.org/10.1080/136023
81.2012.694724
Murphy, B. J. (1994). The superintendent in Nova Scotia: Role, effectiveness, influence,
and job satisfaction (Doctoral dissertation). Retrieved from ProQuest
Dissertations and Theses database. (UMI No. NN95228)

143

Nash, J. B. (1929). Leadership. Phi Delta Kappan, 12(1), 24–25. Retrieved from
www.jstor.org/stable/20257780
National Education Association. (n.d.). ESP professtional growth. Retrieved from
http://www.nea.org/home/30998.htm
Northouse, P. G. (2016). Leadership: Theory and practice (7th edition.). Thousand Oaks,
CA: SAGE.
Nowack, K. (2017). Facilitating successful behavior change: Beyond goal setting to goal
flourishing. Consulting Psychology Journal: Practice and Research, 69(3), 153–
171. https://doi.org/10.1037/cpb0000088
Olafsen, A. H., Deci, E. L., & Halvari, H. (2018). Basic psychological needs and work
motivation: A longitudinal test of directionality. Motivation and Emotion, 42(2),
178–189. https://doi.org/10.1007/s11031-017-9646-2
Olafsen, A. H., Halvari, H., Forest, J., & Deci, E. L. (2015). Show them the money? The
role of pay, managerial need support, and justice in a self‐determination theory
model of intrinsic work motivation. Scandinavian Journal of Psychology, 56(4),
447–457. https://doi.org/10.1111/sjop.12211
Over, H. (2016). The origins of belonging: Social motivation in infants and young
children. Philosophical Transactions: Biological Sciences, 371(1686), 1.
https://doi.org/10.1098/rstb.2015.0072
Patton, M. Q. (2015). Qualitative research & evaluation methods: Integrating theory and
practice. Thousand Oaks, CA: SAGE.

144

Petersen, G. J., Kelly, V. L., Reimer, C. N., Mosunich, D., & Thompson, D. (2009). An
investigation of district leaders’ perceptions of forces that complicate efforts to
succeed. Journal of School Public Relations, 30(4), 281–308.
Petersen, G. J., & Short, P. M. (2001). The school board president’s perception of the
district superintendent: Applying the lenses of social influence and social style.
Educational Administration Quarterly, 37(4), 533–570. https://doi.org/10.1177
/00131610121969415
Plotts, T., & Gutmore, D. (2014). The superintendent’s influence on student achievement.
AASA Journal of Scholarship & Practice, 11(1), 26–37. Retrieved from
https://www.aasa.org/uploadedFiles/Publications/Journals/AASA_Journal_of_Sch
olarship_and_Practice/JPS-Spring2014-FINAL-v2.pdf
Pounder, J. S., & Coleman, M. (2002). Women-better leaders than men? In general and
educational management it still “all depends.” Leadership & Organization
Development Journal, 23(3), 122–123. https://doi.org/10.1108/01437
730210424066
Power. (n.d.). In Merriam-Webster’s online dictionary. Retrieved from
https://www.merriam-webster.com/dictionary/power
Rao, M. S. (2017). Innovative tools and techniques to ensure effective employee
engagement. Industrial and Commercial Training, 49(3), 127–131.
https://doi.org/10.1108/ICT-06-2016-0037
Roberts, C. (2010). The dissertation journey: A practical and comprehensive guide to
planning, writing, and defending your dissertation (2nd ed.). Thousand Oaks, CA:
Corwin Press.

145

Rockstuhl, T., Dulebohn, J. H., Ang, S., & Shore, L. M. (2012). Leader–member
exchange (LMX) and culture: A meta-analysis of correlates of LMX across 23
countries. Journal of Applied Psychology, 97(6), 1097–1130. https://doi.org
/10.1037/a0029978
Rosener, J. B. (1990). Ways women lead. Harvard Business Review, 68(6), 119–125.
Rost, J. C. (1991). Leadership for the twenty-first century. New York, NY: Praeger.
Rueter, J. L. G. (2009). Evolution of the superintendent’s leadership role: How
components of the leadership role in the superintendency have changed over time
(Doctoral dissertation). Retrieved from ProQuest Dissertations and Theses
database (UMI No. 3369183)
Ryan, R. M., & Deci, E. L. (2000a). Intrinsic and extrinsic motivations: classic
definitions and new directions. Contemporary Educational Psychology, 25(1),
54–67. https://doi.org/10.1006/ceps.1999.1020
Ryan, R. M., & Deci, E. L. (2000b). Self-determination theory and the facilitation of
intrinsic motivation, social development, and well-being. American Psychologist,
55(1), 68–78. https://doi.org/10.1037/0003-066X.55.1.68
Ryan, R. M., & Deci, E. L. (2019). Research on intrinsic and extrinsic motivation is alive,
well, and reshaping 21st-century management approaches: Brief reply to Locke
and Schattke (2019). Motivation Science, 5(4), 291–294. https://doi.org
/10.1037/mot0000128

146

Sadatsafavi, H., Walewski, J., & Shepley, M. (2015). Physical work environment as a
managerial tool for decreasing job-related anxiety and improving employeeemployer relations. Journal of Healthcare Management, 60(2), 114–131.
https://doi.org/10.1097/00115514-201503000-00007
Salk, R. J., & Schneider, I. E. (2009). Commitment to learning within a public land
management agency: The influence of transformational leadership and
organizational culture. Journal of Park & Recreation Administration, 27(1), 70–
84.
Sankey, K. S., & Machin, M. A. (2014). Employee participation in non-mandatory
professional development: The role of core proactive motivation processes.
International Journal of Training and Development, 18(4), 241–255.
The School Superintendents Association. (2015). Study of the American superintendent:
2015 mid-decade update. Retrieved from https://www.aasa.org/policy-blogs
.aspx?id=39344&blogid=84002
The School Superintendents Association. (2020. AASA releases key finding from
American superintendent 2020 decennial study. Retrieved from
https://www.aasa.org/content.aspx?id=44397
Sharot, T. (2017). The influential mind. New York, NY: Henry Holt.
Silverman, S. B., Pogson, C. E., & Cober, A. B. (2005). When employees at work don’t
get it: A model for enhancing individual employee change in response to
performance feedback. Academy of Management Executive, 19(2), 135–147.
https://doi.org/10.5465/AME.2005.16965190

147

Simpson, J. (2013). Superintendent tenure and student achievement. AASA Journal of
Scholarship & Practice, 9(4), 10–23. Retrieved from https://www.aasa.org
/uploadedFiles/Publications/Journals/AASA_Journal_of_Scholarship_and_Practic
e/Winter2013FINAL.PDF
Sperandio, J. (2015). Knowing the community: Women planning careers in educational
leadership. Planning & Changing, 46(3/4), 416–427.
Stevens, C. W. (2011). Using transformational leadership to guide an organization’s
success. Employment Relations Today, 37(4), 37–44.
Stogdill, R. M. (1950). Leadership, membership and organization. Psychological
Bulletin, 47(1), 1–14. https://doi.org/10.1037/h0053857
Suyono, J. & Mudjanarko, S. W. (2017). Motivation engineering to employee by
employees Abraham Maslow Theory. Journal of Education, Teaching and
Learning, 2(1), 27–33. Retrieved from https://journal.stkipsingkawang.ac.id
/index.php/JETL/article/view/141
Swain, J. D. (2008). Influences on the decision-making of public school superintendents
(Doctoral dissertation). Retrieved from ProQuest Dissertations and Theses
database. (UMI No. 3311969)
Tead, O. (1935). The art of leadership. New York, NY: McGraw-Hill.
Trigg, M. K., & Bernstein, A. R. (2016). Junctures in women’s leadership: Social
movements. New Brunswick, NJ: Rutgers University Press.
Tripses, J., Hunt, J. W., & Watkins, S. G. (2013). Voices of superintendents: “Give us
relevant and challenging preparation for a tough job.” AASA Journal of
Scholarship & Practice, 10(3), 3–14.

148

Turner-Moffatt, C. (2019). The power of mentorship: Strengthening women in leadership
roles. Professional Safety, 64(8), 17–19.
Vaughn, K. R. (2016). Leadership: Three key questions. Tennessee Law Review, 83(3),
803–812.
Vroom, V. H., & Jago, A. G. (2007). The role of the situation in leadership. American
Psychologist, 62(1), 17–24. http://doi.org/10.1037/0003-066X.62.1.17
Wang, X.-H., & Howell, J. M. (2012). A multilevel study of transformational leadership,
identification, and follower outcomes. Leadership Quarterly, 23(5), 775–790.
https://doi.org/10.1016/j.leaqua.2012.02.001
Wang, Z., Li, C., & Li, X. (2017). Resilience, leadership and work engagement: The
mediating role of positive affect. Social Indicators Research: An International
and Interdisciplinary Journal for Quality-of-Life Measurement, 132(2), 699–708.
https://doi.org/10.1007/s11205-016-1306-5
Waters, J. T., & Marzano, R. J. (2006). School district leadership that works: The effect
of superintendent leadership on student achievement. ERS Spectrum, 25(2), 1–12.
Weiner, B. (2006). Social motivation, justice, and the moral emotions: An attributional
approach. Mahwah, NJ: Psychology Press.
White, P. C., Harvey, T. R., & Fox, S. L. (2007). The politically intelligent leader:
Dealing with the dilemmas of a high-stakes educational environment. Lanham,
MD: Rowman & Littlefield Education.
Winston, C. N. (2016). An existential-humanistic-positive theory of human motivation.
Humanistic Psychologist, 44(2), 14–163.

149

Yung-Shui, W., & Tung-Chun, H. (2009). The relationship of transformational leadership
with group cohesiveness and emotional intelligence. Social Behavior &
Personality: An International Journal, 37(3), 379–392.
Zhu, W., Avolio, B. J., & Walumbwa, F. O. (2016). “Moderating role of follower
characteristics with transformational leadership and follower work engagement”:
Corrigendum. Group & Organization Management, 41(3), 407–409.
https://doi.org/10.1177/1059601116638774

150

APPENDICES

151

APPENDIX A
Influencer Interview Protocol Template
My name is Cheryl Sosa and I am an Early Childhood Education Coordinator. I’m also a
doctoral candidate at Brandman University in the area of Organizational Leadership. I’m
a part of a team conducting research to determine how exemplary leaders use influence to
achieve extraordinary results. The study is based up on the book, Influencer – The New
Science of Leading Change, by Grenny, Patterson, Maxfield, McMillan and Switzler. In
their book they describe 6 key sources of influence that leaders can use to support them in
creating change. The six influence sources are personal motivation, personal ability,
social motivation, social ability, structural motivation and structural ability. This study is
focused on the way that exemplary leaders use these six sources of influence to navigate
and create lasting change in their organization.
Our team is conducting approximately 30 interviews with leaders like yourself. The
information you give, along with the others, hopefully will provide a clear picture of the
way in which exemplary leaders use these six sources of influence and will add to the
body of research currently available.
Incidentally, even though it appears a bit awkward, I will be reading most of what I say.
The reason for this is to guarantee, as much as possible, that my interviews with all
participating exemplary leaders will be conducted pretty much in the same manner.
Informed Consent (required for Dissertation Research)
I would like to remind you any information that is obtained in connection to this study
will remain confidential. All of the data will be reported without reference to any
individual(s) or any institution(s). After I record and transcribe the data, I will send it to
you via electronic mail so that you can check to make sure that I have accurately captured
your thoughts and ideas.
Did you receive the Informed Consent and Brandman Bill of Rights I sent you via email? Do you have any questions or need clarification about either document?
We have scheduled an hour for the interview. At any point during the interview you may
ask that I skip a particular question or stop the interview altogether. For ease of our
discussion and accuracy I will record our conversation as indicated in the Informed
Consent.
Do you have any questions before we begin? Okay, let’s get started, and thank you so
much for your time.
(START RECORDING)
Interview Questions
Before I ask you questions regarding each of the six influence sources, I will first give
you the definition in order to ensure our mutual understanding of the source of influence.
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Personal motivation is our first source of influence and it is the deeply embedded desire
to engage in meaningful and pleasurable work created with direct experiences in an
environment in which one can choose to be optimistic about progress.
1. What strategies do you use to help your employees feel personally motivated to
perform at high levels to achieve your organization’s goals?
Probe(s):
a. Can you share a story of a time when employee’s exhibited unusual
determination and energy to get an important job done? What do you think
motivated them?
2. Employees often thrive when they find joy in their job. What do you do to ensure that
work is meaningful and pleasurable to your employees?
Probe(s)
a. Why do you think those strategies help to influence them to engage in
high performing activities?
We move now to our second source of influence, personal ability. Personal Ability is
learning and practicing new skills while receiving frequent feedback to achieve results.
1. Consistently practicing and enhancing new skills is important to achieving
extraordinary results in your organization. How do you provide employees with the
opportunities to develop new skills?
Probe(s):
a. What formal professional development opportunities are offered to your
employees?
b. What informal methods do you use to help employees gain confidence in
their skills?
2. How do you ensure employees who are practicing new skills receive feedback?
Probe(s):
a. How do you determine if the feedback process is effective?
b. In what ways do you think this influences their commitment to achieving
important company goals?
Our third source of influence is social motivation which is described as the deeply held
desire to be accepted, respected and connected to humans.
1. Can you share some examples of strategies that you use to ensure employees feel
accepted and connected to each other?
Probe(s):
a. In what ways do you believe these strategies help to influence your people to
rise to new heights of performance to achieve the organization’s goals?
2. Employees are most effective when they feel respected? How do you ensure that all
of your employees are treated with respect by others within the organization?
Probe(s):
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a. Can you tell me about a time when an employee felt that they were not
respected, and what you did to remedy the situation?
Our fourth source of influence is social ability. Social ability is the capacity to enlist the
power of human interactions and group solidarity to provide support for taking risks and
creating change.
1. How do you, as the leader, get your employees to come together and work together as
a team?
Probe(s):
a. What do you do to support the team in taking risks and creating change?
b. In what ways have you seen teamwork influence employees to embrace high
performing tasks to accomplish an important organizational goal?
2. When a team is not working effectively together, what strategies do you use to get
them back aligned to achieve organizational goals?
Probe(s):
a. Can you tell me a story about how a team got off track and needed some
intervention to restore group solidarity?
Our fifth source of influence is structural motivation which are rewards, punishment, or
incentives that can be used to encourage or discourage a person’s behavior.
1. Leaders use methods such as rewards, punishments and incentives to motivate their
employees. What methods have you found to be effective in encouraging or
discouraging employee behaviors?
Probe(s):
a. Can you give me some examples of the specific strategies you use? How do
you know that they are effective?
2. Can you tell me about a time when you were trying to focus your employees on a
really important goal for the organization. What did you do to motivate them to
achieve extraordinary results?
Probe(s):
a. What were the outcomes? How did they respond?
Our sixth and final source of influence is structural ability which are the elements of a
person’s environment such as physical space, surroundings or atmosphere that positively
affect performance.
1. Physical work space and surroundings can contribute to positive performance. What
physical features of your staff’s environment make a difference in the results they are
able to achieve?
Probe(s):
a. In what ways do these physical features influence positive performance? How
do you know? What evidence do you have?
2. Work atmosphere can be described as the tone, feel or mood of the office. How do
you create an atmosphere at work that encourages people to perform at an
extraordinary level?
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Probe (s):
a. What part of your work atmosphere do you feel most affects staff performance
in a positive way? How have you created or supported this environment?
“Thank you very much for your time. If you like, when the results of our research
are known, we will send you a copy of our findings.”
________
General Probes
May be used during the interview when you want to get more info and/or expand
the conversation with them. These are not questions you share with interviewee. It is
best to be very familiar with them and use in a conversational way when
appropriate to extend their answers.
1. “What did you mean by ……..”
2. “Do you have more to add?”
3. ”Would you expand upon that a bit?”
4. “Why do think that was the case?”
5. “Could you please tell me more about…. “
6. “Can you give me an example of …..”
7. “How did you feel about that?”
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APPENDIX B
Invitation to Participate
Date:

Dear:

I am a doctoral candidate at Brandman University, and an Early Childhood Education
Coordinator for Orange Unified School District. I am part of a thematic dissertation
team studying how exemplary leaders use six sources of influence to achieve
extraordinary results. My study is specific to exemplary female superintendents.
I am asking your assistance in the study by participating in an interview which will take
approximately 60 minutes and will be set up at a time convenient for you. If you agree
to participate in an interview, you may be assured that it will be completely confidential.
No names will be attached to any notes or records from the interview. All information
will remain in locked files accessible only to the researchers. No one from your school
district will have access to the interview information. You will be free to stop the
interview and withdraw from the study at any time. Further, you may be assured that the
researchers are not in any way affiliated with your school district.
Your participation would be greatly appreciated. Feel free to contact me at
xxxxxx@mail.brandman.edu or xxx-xxx-xxxx. In addition, the research director, Dr. Pat
White, is available at xxxxxxxx or xxxxxx@brandman.edu, to answer any questions you
may have. I look forward to hearing from you soon.
Sincerely,
Cheryl Sosa, M.Ed.
Doctoral Candidate
Brandman University
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APPENDIX C
Interview Observer Feedback Reflection Questions

Conducting interviews is a learned skill set/experience. Gaining valuable
insight about your interview skills and affect with the interview will support
your data gathering when interviewing the actual participants. As the
researcher you should reflect on the questions below after completing the
interview. You should also discuss the following reflection questions with
your ‘observer’ after completing the interview field test. The questions are
written from your perspective as the interviewer. Provide your observer with
a copy of these reflective questions prior to the field test interview. Then you
can verbalize your thoughts with the observer and they can add valuable
insight from their observation. After completing this process you may have
edits or changes to recommend for the interview protocol before finalizing.

1. How long did the interview take? Did the time seem to be
appropriate?
2. Were the questions clear or were there places when the interviewee
was unclear?
3. Where there any words or terms used during the interview that were
unclear or confusing?
4. How did you feel during the interview? Comfortable? Nervous? For
the observer: how did you perceive the interviewer in regard to the
preceding descriptors?
5. Did you feel prepared to conduct the interview? Is there something
you could have done to be better prepared? For the observer: how did
you perceive the interviewer in regard to the preceding descriptors?
6. What parts of the interview went the most smoothly and why do you
think that was the case?
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7. Are there parts of the interview that seemed to be awkward and why
do you think that was the case?
8. If you were to change any part of the interview, what would it be and
how would you change it?
9. What suggestions do you have for improving the overall process?
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APPENDIX D
Field-Test Participant Feedback Questions
While conducting the interview you should take notes of their clarification request or
comments about not being clear about the question. After you complete the interview ask
your field test interviewee the following clarifying questions. Try not to make it another
interview; just have a friendly conversation. Either script or record their feedback so you
can compare with the other two members of your team to develop your feedback report
on how to improve the interview questions.
1. How did you feel about the interview? Do you think you had ample opportunities to
describe what you do as a leader when working with your team or staff?
2. Did you feel the amount of time for the interview was ok?
3. Were the questions by and large clear or were there places where you were uncertain
what was being asked?
4. Can you recall any words or terms being asked about during the interview that were
confusing?
5. And finally, did I appear comfortable during the interview… (I’m pretty new at this)?
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IRB Approval
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APPENDIX G
Informed Consent
INFORMATION ABOUT: How Exemplary Female Superintendents Use Six Sources
of Influence to Achieve Extraordinary Results.
RESPONSIBLE INVESTIGATOR: Cheryl Sosa
PURPOSE OF THE STUDY: You are being asked to participate in a research study
conducted by Cheryl Sosa, a doctoral candidate from the School of Education at
Brandman University. The purpose of this phenomenological study is to identify and
explore how female Superintendents that have achieved extraordinary results influence
employees through personal motivation, personal ability, social motivation, social ability,
structural motivation and structural ability.
Your participation in this study is voluntary and will include an interview with the
identified student investigator. The interview will take approximately 60 minutes to
complete and will be scheduled via a Zoom conference call at a time of your
convenience. The interview questions will be confidential. Each participant will have an
identifying code, and names will not be used in the data analysis. The results of this study
will be used for scholarly purposes only.
I understand that:
A. The researcher will protect my confidentiality by keeping the identifying code
safe-guarded in a locked file drawer or password protected digital file to which
the researcher will have sole access.
B. My participation in this research is voluntary. I may decide not to participate in
the study, and I can withdraw at any time if I so choose. I can also decide not to
answer particular questions during the interview if I so choose. Also, the
investigator may stop the study at any time.
C-. If I have any questions or concerns about the research, please feel free to
contact Cheryl Sosa via e-mail at XXX or by phone at XXX-XXX-XXXX, or Dr.
Patricia White (Chair) at XXXX@brandman.edu.
D. No information that identifies me will be release without my separate consent,
and all identifiable information will be protected to the limits allowed by law. If
the study design or the use of data is to be changed, I will be informed and
consent re-obtained. These are minimal risks associated with participating in this
research.
E. If I have any questions, comments, or concerns about the study or the informed
consent process, I may write or call the Office of the Vice Chancellor of
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Academic Affairs, Brandman University, at 16355 Laguna Canyon Road, Irvine,
CA 92618, 949-341-7641.

I acknowledge that I have received a copy of this form and the “Research Participant’s
Bill of Rights.” I have read the above and understand it and hereby consent to the
procedure(s) set forth.

____________________________________
Signature of Participant or Responsible Party

_____________________
Date

____________________________________
Signature of Principal Investigator

_____________________
Date
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APPENDIX H
Zoom Recording Release Form
RESEARCH STUDY TITLE: How Exemplary female Superintendents Use Six
Sources of Influence to Achieve Extraordinary Results.
RESPONSIBLE INVESTIGATOR: Cheryl Sosa
I authorize Cheryl Sosa, Brandman University Doctoral Candidate, to record my ZOOM
interview. I give Brandman University and all persons or entities associated with this
study, permission, or authority to use this recording for activities associated with this
research study.
I understand that the recording will be used for transcription services, and the identifier
redacted information obtained during the interview may be published in a journal or
presented at meetings and/or presentations. I will be consulted about the use of the Zoom
recordings for any purpose other than those listed above. Additionally, I waive any rights
or royalties, or other compensation arising from or related to the use of information
obtained from the recording.
By signing this form, I acknowledge that I have completely read and fully understand the
above release and agree to the outlined terms. I hereby release any and all claims against
any person or organization utilizing this material.

__________________________________
Signature of Participant or Responsible Party

_____________________
Date

__________________________________
Signature of Principal Investigator – Cheryl Sosa

_____________________
Date
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APPENDIX I
Research Participant’s Bill of Rights
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